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PREFACE 


Origin and Context of the Study. The larger study 
of organization, ethnic participation and career development 


was initiated in the summer of 1965. It was designed as 

a means of furthering the specific research objectives of 
the Public Service Division and the Commission as a whole. 
It had been agreed for the purposes of this study that five 
Pietattne departments would be included. The or ani zation, 
ethnic participation and career development study has two 
main parts. Part I focuses on the organization of and 
ethnic participation within the departments, and the 
asvilee oom departments to the two basic cultures. 

Part II focuses on the career patterns and perspectives 

of the French and other Canadian employees within the 


departments. 


The study of the Department of National Revenue 
(Taxation Division), the subject of this report, is simply 
an extension of earlier research conducted nee pane Aes 
By the end of August 1965, the field work under Part I had 
been completed in four af ¢he five government departments: 
Agriculture, Finance, Public Works, and Secretary of State. 


A brief report was prepared to cover the findings, and 
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(ii) 


general conclusions, of the research. In addition, all 
descriptive and analytic materials were organized into a 
basic source file for the Public Service Division. In 

| light of the original intention to include a wider, more 
representative selection of Government departments in the 
Study, the Taxation Division of National Revenue was 

chosen as the fifth and final department to be studied. 

The rationale for this choice consisted of five main points: 
1) the variety and extent of the Division's clientele; 

2) its regionalized service-oriented organization; 3) the 
technical and administrative character of the Division; 

4) its ongoing federal-provincial relations; and 5) the 


general maturity of the Division. 


Objectives of the Study. The general objectives of 
the study were identical to those of Part I of the 


organization, ethnic participation, and career development 


study:- 


1) To identify departmental adjustments which already 
have been made to accommodate Canada's two main 
languages and cultures; and 

2) To discuss the potential for, and problems related 


to, future adjustments. 
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The general research context and the need for 
continuity with the studies carried out in the other 
four Federal Government departments obviously dictated 
the direction and form of this study. Nevertheless, an 
effort was made to interpret the general objectives of 
Part I, in light of the special needs of the Public Service 
Division in the later research stages. Consequently the 
following special emphasis or additional aims were 


developed:- 


1) To supplement, and give additional dimension to, 
the findings and conclusions reached on the 
basis of the study and the four previously 
mentioned government departments; 

2) To evaluate the concept of the French language 
unit as a viable and workable proposition in the 


Taxation Division. 


Both the aims cited above are relatively important. 
in the first. place, conclusions based on the study of the 
four other government departments were hurriedly developed 
because of time limitations. In the second place, the 
French language unit emerged only recently as a potential 
bilingual and bicultural adjustment strategy and it has yet 
to be evaluated or tested in terms of any single Government 


department or agency. 
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Scope of the Study. A substantial portion of this 
study is geographically and hierarchically concentrated 
on the Taxation Division's Head Office. However, unlike 
prior research in the overall study of organization, ethnic 
participation and career development, Serious attention has 
been to the all important district operations, particularly 
in Montreal. The decision to aKpand the study in this way 
was made at the suggestion of the Deputy Minister of 
Taxation; and also because of what was perceived as a 
curiously recurring imbalance in the data collected in 
interviews with the senior Head Office officials in Ottawa. 
The inclusion of the Montreal District Office added 
appreciably to the perspective of the study and made possible 
a fuller consideration of the dynamics of bilingualism and 


biculturalism in the Taxation Division. 


The period in the organizational life of the Division 
covered by the research varies considerably dopettane on 
the category of data. In the case of the careers of senior 
officers, the data extends back to the time and circumstances 
of their hiring. On the other hand, the data on language 
usage patterns within the Division, and structural changes, 


cover just a few years. In most categories, the information 
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Simply provides a picture of the conditions as they existed 
either at the time of the research or just PRLOT ECO 116. 
Therefore, the description in this report is, for the most 

| part, presented as a "time-slice"™ snap shot. No attempt is 
made to account for the historical development of bilingualism 
and biculturalism in the Taxation Division nor to predict the 


direction and tempo of the developments in the future. 


The prevailing focus of the report itself is on the 
Operation of the two "sub-systems", the Head Office and 
the Montreal District Office, in terms of their function, 
organization, clientele, personnel processes, and linguistic 
practices. The main body of this report is organized into 
three sections. Section I is substantive and presents a 
descriptive overview of the Taxation Division, including 
the Head Office and the Montreal District Office. Section II 
is, fundamentally, an evaluation of bilingual and bicultural 
expression and adjustment within the Division. The final 
section, Section III, concludes tentatively, and 
provisionally, with a discussion of the prospects for, and 
problems of, future bilingual and bicultural adjustments in 
the Taxation Division. In toto, this report is more 


descriptive than analytic, and more analytic than 


prescriptive. 
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Research Methodology. The methodology used in t.1e 
study of the Taxation pivisilen approximates the design 
established for Part I of the organization, ethnic 
participation and career development study. Specificaliy, 
LG boneiseavee four interrelated, overlapping, but 
identifiable phases. Phase I, the first of two successive 
processes used for data gathering, took the form of a 
review of published and unpublished information describing 
the legal basis, function, organization and establishment 
of the Taxation Division. This phase served as a general 
orientation to the Division and to the larger governmental 
framework. Phase II involved loosely-scheduled, semi- 
structured interviewing of senior departmental personnel 
(10 in the Head Office and 5 in Montreal). The purpose of 
these field interviews was to obtain additional, primary 
data necessary to establish the basis for the subsequent, 


evaluation and analysis. 


Kach of the interviews was written up in detail and 
duly appended with any additional descriptive material 
gathered during the course of the interview. Some 200 
pages of primary and secondary data were obtained in this 


way. Phase III consisted of a general ordering and classifying 
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of the data obtained. In this phase, a rigorous cross-~ 
interview data and perception analysis was performed under 
relevant classifications; this analysis formed the basis 
for much of the analysis in the report. Phase IV involved 
completing the analysis and writing and revising the 


report. 


Limitations of the Study. The major limitations of 
the study should be clearly noted. First, because of the 
paucity of critical data, or the unwillingness at times 
of Taxation Division priiaeels to impart the information 
required, some of the material supporting this report is 
unbalanced, that is, the evidence is obviously "thin" in 
certain respects but abundant in others. Second, although 
this report is partly devoted to an evaluation of the 
feasibility of the French language unit in the Taxation 
Division, none of the information was collected with this 
specifically in mind; consequently, the "stretching" of 
field data became inevitable. Finally, none of the 
recommendations of this report have been emperically tested 
and for this reason most of them must be regarded as 


exploratory only. 
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SECTION I - DESCRIPTIVE OVERVIEW 


THE LEGISLATIVE HISTORY OF THE DEPARTMENT OF 
NATIONAL REVENUE 


The Department of National Revenue, the Canadian 
Government's central tax collection agency, was officially 
created under the terms of the Department of National Revenue 
Act of 1927, later succeeded by the Department of National 
Revenue Act of 1952. For fifty years after Confederation, 
the Department of Customs and the Department of Inland 
Revenue administered the collection of revenues in their 
respective jurisdictions. In 1917, these two separate 
agencies were joined by a third, the Income Tax Branch of 
the Finance Department which had been set up by the Federal 
Government to tap additional sources of revenue. The 
centralization of revenue collection activities at the 
ministerial level was soon to follow. In May 1918, the two 
older agencies were merged into one department and in 1921 
this new department was given the name of Customs and Excise. 
In April 1924, income tax collection was moved from the 
Department of Finance to Customs and Excise, centralizing 
for the first time all tax collection activities under the 
administration of one department. The National Revenue Act 


of 1927, which merely involved the change in the Department's 
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name, clearly designated the amalgamation which had taken 
place three years earlier. Today, the National Revenue 
Department, in its entirety, is the third largest of the 
government departments in terms of staff employed, and is 
exceeded in size only by the Department of National Defence 
and the Post Office; as of ae 31st, 1963, the department 


had 14,376 salaried employees. 
THE TWO DIVISIONS OF NATIONAL REVENUE 


The Taxation Division is one of the two divisions which 
constitute the Department of National Revenue. Like its 
counterpart, the Customs and Excise Division, the Taxation 
Division is headed by a Deputy responsible to the Minister 
of National Revenue. Here, however, the similarity ends; 
while the Deputy Minister of Taxation has only one assistant 
deputy working under Sn Ete counterpart in Customs and 
Excise has no less than three such assistants; the Taxation 
Division is also smaller than Customs and Excise in other 
respects. It has fewer employees and a smaller expenditure 
budget. In addition, the rational field structure of the 


Taxation Division contrasts sharply with that of Customs 


and Excise: the former has some 30 district offices, each of 


1. Canada, Dominion Bureau of Statistics, Canada Year Book 
(1965.).,~p..139.. = 


la. Newspaper reports in December 1966 quoted the Minister 
of National Revenue as suggesting that one or more 
positions of "Assistant Deputy" were being planned for 
the Taxation Division. 
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which is headed by a Director who reports to the Deputy 
Minister of Taxation; the latter has collectors of customs 
at approximately 274 ports of entry who are directly respon- 
gible to the Head sehieels Unlike the divisions of many 
other government departments, these two constituents of 

the Department of National Revenue operate separately from 
each other. Beyond the minimal collaboration necessitated 
by the sharing of a common minister and, in certain areas, 
common physical facilities, there is virtually little or no 
administrative interdependence. Staff and service functions 
found in one are often duplicated in the other. The two 
divisions are concerned with two unrelated areas of tax 
administration. Customs and Excise is responsible for the 
assessment and collection of customs and excise duties as 
well as sales and excise taxes; consequently its clientele 


is somewhat different to that of the Taxation Division. 
THE FUNCTIONS AND IMPORTANCE OF THE TAXATION DIVISION 


The Taxation Division is responsible for the assessment 
and collection of income taxes, gift taxes, estate taxes, 
a portion of the old age security tax, and federal pension 
plan contributions. The following is a list of the acts 


administered by the Taxation Division: 


2. Canada, Royal Commission on Government Organization, 
Vol. IL, pp. 380=351. | 
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Income Tax Act (R.S.C., 1952, Ch. 178) 

Dominion Succession Duty Act (R.S.0s4 1952, "Ch. 89) 
Estate Tax Act (R.S.C., 1958, Ch. 29) 

Part’ 1, Canada’ Pension Plan Act (5% C2" 1965."Ch." 521) 
Old Age Security Act (R.S.C., 1952, Ch. 200) 


In addition, under the terms of the Federal-Provincial 
Tax Collection Agreements 1962, the Taxation Division is 
responsible for the collection and accounting of provincial 
income taxes for all the provinces except Quebec. Shown 
below is a tabular presentation of the effects of the 1962 
tax Rental Agreements on the tax collection activities of 


the Taxation Division. 


Tax British All 
Categories Quebec Ontario Columbia Others 
Personal 
Income Tax 2 x x 
Corporation 
Income Tax x x 
Estate 
Taxes X 


x - Indicates which types of taxes for which provinces 
are assessed and collected by the Taxat¥on Division. 


The underlying objective of the Taxation Division is 
to obtain public compliance with tax legislation, both 
federal and provincial, and the organization and programs of 


the Division are directed to this end. 
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Though the functions of tax policy-making and tax 
collection were formally divorced in 1924, the relationship 
between the two has been maintained. The Finance Department 
and the Taxation Division of National Revenue today collaborate 
in the preparation of tax legislation, but the final respon- 
sibility for such legislation rests with the Finance. The 
Finance Department is concerned with the fiscal policy 
implications of all tax legislation. The Taxation Division, 
on the other hand, is concerned with the problems of impVemen- 
tation and administration. The orientation and the structures 
of the two organizations are radically different: one is 
small and geographically concentrateds$ the other large, 
regionally-oriented and wide-spread; one is a powerful, 


economic ministry; the other a non-strategic, service agency. 


Despite its minor role in relation to national policy 
development, the activities of the Taxation Division are 
nonetheless important. The principle source of the Federal 
Government's budgetary revenues are: personal income taxes, 
taxes on corporations’ profits, and on interest and dividends 
going abroad, and estate taxes. In the fiscal year, 1963-64, 
revenues from these sources amounted to 3.3 billion dollars 


and represented 53% of the Government's budgetary revenue. 


3. Canada, ey le of National Revenue, Selected Tax Data 
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The taxes have a pronounced effect on the level of 
economic activity and the method by which the related 
legislation is administered has in turn a bearing on the 


effectiveness of tax policy. 


Government revenues have grown astronomically since 
the inception of income tax in 1917. Exhibit 1 shows the 
net revenue collection and related operating data for 
selected fiscal years from 1917 to 1964. It is clear from 
this information that societal pressures for increased 
government participation in the life of the country has 
raised the concomitant need for greater revenue and a 
larger organization to administer the collection. While 
the annual growth in the size and status of the income tax 
collection activity does not correlate exactly with the 
growth in revenue collected nor in the work laad input (as 
measured in tax returns filed), the secular connection 
between the two is obvious. At the same time, the data 
on personnel employed especially reveals convulsive periods 
of change in the Taxation Division and indicates how staffing 
policies, unrelated to actual organizational needs, drastically 


affected operational efficiency. 
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THE OVERALL ORGANIZATION 


Under the Deputy Minister of Taxation, the Division 

is divided into a Head Office and a field organization 
consisting of the Taxation Data Centre and 29 district 
offices. (See Exhibit 2 for a chart of the Division's 
overall organization). The Head Office is composed of an 
Assistant Deputy Minister and five Head Office Branch 
Directors, all of whom are individually responsible to the 
Deputy Minister. The five Head Office branches are: Legal, 
Assessments, Administration, Planning & Development, and 
Inspection. Each of the Head Office Directors is assisted 
by a support staff which usually consists of an assistant 
director and other technical or administrative personnel. 
Every office in the field organization, including the 
Taxation Data Centre, is also headed by a Director respon- 
sible to the Deputy Minister. The district office organi- 
zation structure varies depending on the size of the operation 
but in every case it consists of at least two main branches, 


Assessments and Administration. 


Exhibit 3 shows the allocation of continuing staff by 
classification and salary level. At the end of 1964, the 
Division had a total continuing staff of about 5,825 employees. 


The number of seasonal employees, nearly all of whom are 
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Position classifications were allocated to the '*$6200 and 


Above't grouping when all or a majority of the graduations 
within the related salary range were at or above that level. 
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used at Taxation Data Centre, are not shown on the exhibit; 
in average years, they number around 1600 and would there- 
fore raise the employee total to approximately 7425. 

Of the total continuing staff, a little less than 10% are 
located in the Head Office. The Division employs a wide 
range of personnel, nearly all of whom are in the 
professional, technical, administrative, or steno-clerical 
classifications. The three position classifications in 
which the largest numbers are employed are Clerk, Taxation 
Officer, and Assessor respectively. While well over a half 
(58%) of the total number of employees in the Division are 
estimated to be earning less than $6200 per annum, the 
number of Head Office employees falling within this category 
is only 52h. This indicates clearly that the better-paying, 
more senior positions in the Division are, as anticipated, 


found in the Head Office. 
THE HEAD OFFICE ORGANIZATION 


With 203 employees, Administration is the largest of 
the Head Office branches. As indicated in Exhibit 4, it 
is followed by Assessments (175), Planning & Development (89), 
Legal (67), and Inspection (19). The exhibit also indicates 
that among the four largest branches, the concentration of 
the higher-paying, more-senior positions as a percentage of 
the branch totals, is greatest in the Assessments and Legal 


branches. 
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The senior management team of the Division is generally 
understood to include the Deputy Minister, the Assistant 
Deputy Minister and the Directors of the Legal, Assessments, 
and Administration Branches. This Head Office power hierarchy 
is also reflected in the existing scale of remuneration. The 
top Head Office management positions, job classifications and 


related salary ranges are itemized below. 


Position Classification Salary Range 
Assistant Deputy Senior Officer III $18,500 - $23,000 
Minister 
Director - Assess~ Senior Officer II 16,500 - 20,000 
ments 
Director - Legal Senior Officer II 16,500 - 20,000 
Director - Admin- Senior Officer I 14,500 = 18,000 
istration 
Director - Planning Senior Officer I 14,500 ~ 18,000 


& Development 


Director - Inspection Senior Officer ue 14,500 18,000 
The senior management team plans, directs, and controls 

the overall activities of the Dae eventia consultation with 

other members of the Head Office management group and with 

the support of their assistants and other staff members. (A 

detailed organization chart for the Head Office is contained 


in Exhibit 5). The Directors of the Administration and 
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TAXATI 5TON 
ALLOCATION OF CONTINUING ST. CLASSIFICATION & SALARY LEVEL 
HEAD_OF ANICHES 
(Decembs 


eee PS | ASSESSMENTS 
pat 
Classification $6,200 $ 
Sr. Officer 2 


Director 6 


L 
Sr. Counsel 1& 2 
Counsel 2 & 3 


Assessor 


weet 


Admin.Officer 5 - §& 
1-4 
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Inspector 7 
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Comp.Sys.P. 6 


zg no 
WENUD Pom 


5) 

4 17 

3 12 

1&2 a 

Sp. Invest. 5 & 6 5 
Lh 10 
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Per. Officer 2 2 


36 229 
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daz when all or a majority of the graduations within the related 


Steno/Clerk/Typist 25 
Other 
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% DISTRIBUTION L1% 100% 30% 710% 100% 66% f 


Adapted From: Unpublished, internal Audit Charts, December 31, 196). 
#Position classifications were allocated to the 156,200 and Above" 


salary range were at or above that level. 
#*The total of 553 differs from H.0. total in Exhibit 3 because the 


N.B. Brackets ( ) indicate the number of employees in a classification 
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Assessments Branches are personally responsible for planning, 
coordinating, and controlling the activities in their 
respective functional areas throughout the whole of the 
Division including the district offices; their communications, 
directives and policies carry the authority of the Deputy 
Minister. 


Appendix A contains a description of the functions and 
clientele of the Head Office organization units, including 


the position of the Assistant Deputy Minister. 


THE FIELD ORGANIZATION 
The Taxation Data Centre 


The Taxation Data Centre, located in Ottawa, is the 
Division's centralized computer processing service. Established 
in 1961, the Centre has become one of the fastest growing 
organizational units in the Division. As of March 3lst, 

1964, it has 79 continuing envlavaee and approximately 1738 
on the seasonal payroll. It has been responsible for a 
pronounced shift of work away from the districts and Head 


Office, and this trend appears to be continuing. Currently, 
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Inspection Branch 
Director 


| Assistant Director 


Inspection Teams (3) | 
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the Centre is responsible, through its Director to the » 
Deputy Minister, for the processing of individual income 
tax returns, related statistics, accounting and papertiork 
procedures. In prior years, individual tax returns were 
filed at the separate district offices for processing. “While 
the work previously performed in the district office is 

now split between the Data Centre and the district offices 
the main function of assessing and collection is now handled 
in the Centre. Tax returns sent to the Centre are manually 
checked for deductions, earnings statements, and receipts. 
If the return is found to be incomplete or in error arith- 
metically or otherwise, it is sent to the district office 
concerned for correction by the taxpayer. If, on the other 
hand, the manual check indicates the return is in order, 

the data is subsequently keypunched, the tax calculated, 
and. or assessment notice sent out, showing the amount owing, 
if any, to the government or taxpayer. All returns are 
eventually classified for audit purposes and subsequently 
sent to the district office for selective audit and filing. 
Although the Centre is responsible for data processing and 
machine operations, the design of the systems remain the 


responsibility of the Head Office branches concerned. Each 
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of Assessments, Administration, and Planning & Development 
have within their respective organizations, groups engaged 
in upgrading and developing computer systems for their own 


areas of responsibility. 


The District Offices 


The 29 district offices of the Taxation Division are 
dispersed, throughout the whole of the country, in major 
centres from the Yukon to Newfoundland. Toronto and Montreal 
are the largest and most important of these offices, employing 
Lae date and 890 persons respectively as of March 31st, 

1964. Whitehorse is the smallest district office with only 
4, full-time employees. The surroundings and facilities of 
each office vary according to their location. The district 
offices are fundamentally, self-contained units responsible 
for the assessment and collection of corporate income and 
estate taxes in the geographic area under their administration. 
Each office is headed by a director who is responsible to 
the Deputy Minister. As part of the Division's overall 
classification scheme, the directors of the districts are 
assigned grade levels depending onithe number of staff and 
supervisory levels, the complexity of the work load, the 


volume of collection, and the extent of responsibility for 


6. Ibid. 
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local personnel administration. This places the directors 
of the Montreal and Toronto offices in a "Director 7" 
classification, a salary level above those of three Head 
Office directors including the heads of Administration, 


Planning & Development, and Inspection. 


Because of the divisional emphasis on uniform treatment 
of taxpayers, all district offices of the Division are run 
with exactly the same administrative rules, policies, and 
procedures, with allowances being made for the effect of 
volume and geographic complexities on the local operations. 
In contrast to the Head Office directors, the power of the 
District Office Director is relatively weak. While he is 
responsible only to tng Mbandey: Minister, in a rational-legal 
sense, he is, nevertheless, subject to the authority of the 
Deputy Minister as represented in the directives of the 
directors of the two principal Head Office branches, 
Assessments and Administration. This means that the District 
Office Director is required to implement the policy and 
procedure as defined by either of these two Head Office 
directors and their staff. The District Office Director has 
the formal right to question Head Office policies and to 
refer unresolved differences to the Deputy. However, the 


frequency with which this right is exercised is most probably 
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related to the hierarchical influence of the Director 

himself as determined by the admixture of the size of the 
office he administers, and his performance record. This 
places the directors in Toronto and Montreal in an influential, 


but not powerful, position. 


The District Office is operated within a semi-rigid, 
well-delineated framework of centrally-determined policies 
covering all key areas: Assessments, Administration and 
Personnel. This framework of policies with its rigorous 
system of enforcement, eliminates any major possibility of 
local intervention in the key decision-making processes of the 
Division, that is, in the overall activities of planning and 
controlling. These activities are mainly initiated by, and 


reserved for, the Head Office “elite”. 


The job for the District Director, stated in its broadest 
terms, is one of the detailed planning, organizing, directing, 
and controlling of the activities of the district office 
within the clear limits imposed by the Head Office. The 
Director's major concern by far is the maintaining of a high 
level of overall efficiency in his office in combination 
with high standards of assessing, proper collection and 


accounting, effective personnel administration and good public 
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relations. Working under the district director, in a 

typical district office, are the heads of the three main 
district office branches: Chief Assessor (Assessment | 
Branch); Supervisor of Administration (Administration Branch); 
and the Personnel Officer (Personnel Branch). (Exhibit 6 
contains a organization chart of a typical district office). 
Until about 1965, personnel officers were attached to about 
half the district offices, usually the larger ones. In 1965, 
the location schedule was changed to effect a regionalization 
of the personnel function in the field organization. At 

the present time, there is one personnel officer in eleven 

of the offices, four less than previously. Under the new 
schedule the personnel function in the smaller offices is 
performed by a personnel officer of the larger adjacent 


office in the same general region. 


Appendix B contains a description of the functions and 


clientele of the typical district office. 


The Montreal District Office 


The Montreal Office, like the typical district office, 
is composed of three branches: Assessments, Personnel, and 
Administration. (See Exhibit 7 for organization chart of the 


Montreal Office). The organization structure of the 
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Administration Branch. conforms to that of most other 
district offices. However, unlike the organization of 
the typical district assessments branch, the Assessments 
Branch in the Montreal Office has a senior supervisory 
level consisting of: 

Senior Supervisor - Basic Files and Business Assessing 

Senior Supervisor - Field and Desk Examination 

Senior Supervisor - Programming and Development 
With this organization, the functions of field and desk 
examination are brought together under one service supervisor. 
Moreover, the size of the office and its large work volume 
is reflected by the fact that one of its senior supervisors 
has been made exclusively responsible for the programming and 
development activities, and he has, for this purpose, a 
review section and a production control unit reporting 
directly to him. The supervisors of Special Investigations, 
Estate and Gift tax, Appeals, and Training all report to 


the Chief Assessor. 


As indicated in Exhibit 8 the approved establishment 
of the Montreal Office as of February 1966 was 977. The 
Exhibit also illustrates that of this amount 558 positions 
were allocated to the Assessments Branch, 377 to Administration, 


and the balance to Personnel and the Director's Office. The 
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greatest number of positions is found in the steno-clerk- 
typist category. This is followed by 247 in the Taxation 
Officer classification, and 223 in the Assessor classification, 
Approximately 44% of the positions in the Montreal Office 

are at salary levels of $6200 or more, This compares 
favourably the 41% for district offices as a whole, but 
unfavourably with the 48% for the Head Office, (See again 
Exhibit 3). As in the case of the Head Office, the concene 
tration of higher-paying, more senior position in the Montreal 


Office is in the Assessments Branch, 


PERSONNEL MANAGEMENT » POLICIES AND PROGRAMS 


General Staff Shortages 


The Taxation Division is consistently understaffed. 
In December of 1964, the Head Office organization had an 
employee complement of 553 compared with an approved 
establishment of 617. The comments of senior officers 
indicate that the ratio of staff to establishment has become 
increasingly more unfavorable since that time, In January 
of 1966, the Montreal District Office was similarly under- 


staffed with 855 employees compared to an approved 


7. From unpublished Head Office Audit Charts, dated December 
31, 1964. | 
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establishment of 989." In both cases, the main short- 

ages were in the Assessments Branches, Such terms as 
EeriticalL", "serious", and "acute" were often used by 
senior officials to describe the manpower situation in the 
assessments units. Problems were the same in most other 
functional areas of the organization --- few applicants and 
a high turnover. Two main reasons offered in explanation 
of the Division's inability to attract and hold employees 
in general tended to emerge, These were: 1) the non- 
competitive salaries, and 2) the oppressively technical, 


detailed work of the Division, 
Recruitment 


The recruitment of Taxation Division employees is a 
formal responsibility of the Civil Service Commission, 
Traditionally, the procedure begins with the Taxation 
Division's requisition to the Commission, proceeds through 
to advertising and interviewing, and ends with the final 
hiring phase. Selection boards, consisting of at least 
one representative of the Division and one or two represent- 
ative of the Commission are ostensibly used in the recruitment 


procedure. In light of the recent organizational changes in 


8. From the Montreal Office's Monthly Statement (of staff) 
for January, 1966. 
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the Civil Service Commission, many of which were brought 
about by the Glassco Commission Report, some staffing 
authority has been delegated to the Civil Service Commission 
Report, some staffing authority has been delegated to the 
Civil Service Commission's own regional offices, and, to 
most of the many Federal Government departments. It is 
expected that more authority will devolve upon the Federal 
departments consistent with the development of personnel 
management skills in these departments. In the past, job 
candidates sent in their applications to the Civil Service 
Commission; they were usually required to wait as long as a 
month before they were granted an interview. As an 
administrative expedient, the Commission had apparently 
developed the practice of accumulating a batch of applications 
before scheduling any interviews. A representative from 

the Taxation Division would interview the candidates in 
collaboration with the Commission's own personnel. However, 
many of the original applicants accepted offers with 


alternative organizations because of this delay. 


In an attempt to alleviate the problem, the Taxation 
Division went "underground", at least in the district 
offices. Blind advertisements (advertisements which 


deliberately omit identifying the Federal Government as the 
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employer) were placed in the newspapers; the applicants were 
interviewed by the Taxation Division, checked out, and then 
sent over to the Civil Service Commission's local office for 
processing. The local Commission officials were apparently a- 
ware of the Taxation Division's contravention of procedures, but 
since they could not themselves cope with the recruitment work 
load, the departure from procedure was tolerated. Blind adver- 
tisements were apparently used as a recruiting tactic because 
they had proven to be more effective than those of the Civil 
Service Commission's which identified the Federal Government 


as the employer. 


The Head Office recruitment activities are Significantly 
less involved than in the district offices. Many of the 
positions are at the senior level and these are filled by 
internal divisional competititions with the district offices 
serving as the primary source of candidates. The District Office 
serves as the focal point for recruitment since the overwhelming 
majority of new recruits are first employed at that level. 
However, a few senior categories such as "Legal Counsellors" are 
recruited directly into the Head Office. In this instance, 
recent law school graduates constitute the chief supply. Other 
positions recruited for the Head Office are: Administrative 
Officers and Computer Systems Programmers; in the latter case, 
many of those holding lower clerical positions within the Head 


Office itself make up the bulk of the candidates. 
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Responsibility for recruitment in the district offices, 
rests with the Personnel Officer. But the Personnel Officer 
works closely with local Civil Service Commission represent- 
atives. Although recruitment procedures are kept under the 
close scrutiny of the Commission, concomitant with the 
general devolution of authority and activities in personnel 
administration, considerably more autonomy has been granted 
to the personnel officers and the district directors. Employees 
in the senior classification normally join the Division as 
Taxation Officers I (up to $5580), Taxation Officer 2 (up 
to $6630), Assessor 2 (up to $6450), or Assessor 3 (up to 
$7950). In all these categories, except Assessor 3, the 
Montreal Office now has been given the right of discretion, 
within the predetermined salary ranges, of adjusting the 
starting-salary offers. At the present time, the Montreal 
Personnel Officer, pre-reviews the applications submitted 
and arranges for an immediate interview. Representatives 
from other branches in the Montreal Office help to screen 
the employees. If the applicant is found to be suitable, 
an offer of employment can now be made immediately. Because 
of severe staff shortages, no formal selection boards are 


used for screening purposes at the Assessor 2 and 3 levels. 
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The highest position for which an employee may be 
recruited into the Division is Assessor 3. But the largest 
number of recruits join the Division at the Taxation Officer 
I level. A C.A. degree or its equivalent is required for the 
more senior Assessor classifications, while the Taxation 
Officer requires a B. Com., or high school completion plus 
some business experience. The sources for recruits vary 
according to the classification in which the vacancy occurs. 
Recruitment efforts are directed to professional accounting 
associations to fill the Assessor positions. Taxation 
officers are recruited from the universities or from business, 
Every year circular letters are sent out to the graduates of 
professional accounting associations and universities to | 
highlight the positions open in the Taxation Division. The 
Chief selling appeal used is the opportunity offered to the 
employee for training in taxation. In addition, the 
Division does its own missionary work by having the Personnel 
Officer and the District Director visit universities in an 
effort to generate interest in the Taxation Division among 
the employment officers, professors, and students. The main 
contacts are the Hautes Etudes, Université Laval, Université 
de Sherbrooke, and l'Université d'Ottawa. The best single 
source of recruits is the Hautes Etudes. McGill and Sir 
George Williams University are virtually ignored because of 
the low interest and the limited linguistic skills of their 


students. 
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Career Development 
Training and Development Programs 


Employee training in the Taxation Division falls into 
three categories. These are: standard technical training 
programs provided within the Division by internal resource 
personnel; on-the-job training; and special courses provided 
outside the Division. All new employees of the Division go 
through a program of general induction and technical training. 
In the Montreal Office, the program in which the taxation 
officers participate normally lasts about six months. Much 
of the training is designed to cover subject matter relevant 
to personal income tax assessment. The Assessor's training, 
on the other hand, is not as lengthy. It may last from one 
to three months depending on the employee's planned job 
assignment. This training is composed of a blend of 
instruction about the function of the Taxation Division, its 
organization, its procedures, and tax law. Lectures, problem 
cases, and on-the-job instruction are used in the training. 
Most of the internally-administered training subsequent to 
this basic orientation, is either of a technical-retraining 


or an on-the-job variety. 
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The Administration Branch in Head Office has a limited 
training program for graduates in Commerce starting in the 
Taxation Officer positions. The selected recruits are 
brought into Ottawa for two years of training, a training 
which consists of both classroom and on-the-job instruction. 
Upon completing this program, the trainees are then assigned 
to regular jobs in other areas of the Division. The program 
usually retains 60% of the employees who start in it. In 
the last year, of the 20 recruits who participated, many 
were from the Maritimes, especially the University of Moncton 


(St. Josephts). 


The rotation scheme used to staff the Head Office 
Inspection Branch is currently regarded as the Division's _ 
oest means of providing career development. The staff 
complement of the Branch is maintained by transfers from 
the district offices and other Head Office branches. Half 
the present Inspection Branch employees have backgrounds 
in assessing, and the other half in administration. Only 
supervisors and personnel with proven potential and good 
experience are considered for work in the Branch. No 
competitions are held for any of the available openings. 
Prospects are merely approached by management or apply on 


their own behalf or, at the urging of their supervisors. 
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There is no formal classroom training involved. All 
inspectors receive their training while on-the-job in the 
process of moving from audit to audit. Usually, inspectors 
stay in the Head Office Inspection Branch for two or three 
years, eventually transfering out to a district office; or 
otherwise they may apply selectively towards the end of the 
three years for job competitions of special interest to 

them. During his stay with the Branch, the employee does 

a lot of travelling and, accordingly, he has the opportunity 

to develop an understanding of not only management policies 
and procedures but the overall operation of the Taxation 
Division. Although the salary increments received in the Inspec- 
tion Branch are not higher or more frequent than those in other 
areas the employee's position in subsequent competitions is 
considerably improved because of the training he has received 


in the Inspection Branch. 


There is no formal, overall manpower development program 
in the Taxation Division, Head Office or elsewhere. One 
of the reasons for this is the Civil Service Commission's 
ruling which does not allow the pretraining of personnel 
for positions which will later be open to competition. 
However, some work is being done on a plan to coordinate all 


staff development. The new plan, under the Administration 
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Branch, tentatively envisages the formation of a committee 
responsible for the identification of employees for 
development purposes. The main idea behind this plan is 
to encourage and guide the movement of personnel into 
senior Head Office positions. As a general extension of 
this program, forty new positions will be created in which 
employees at the level of "Taxation Officer 3" and above 
will be trained. It is expected that in years to none all 


senior personnel will have been groomed by this program. 


The major forms of career development training are at 
present only available outside the Division. Correspondence 
and extension courses in accounting are examples of this. 
Taxation Division employees participate in varying degrees 
in the special courses sponsored by the Civil Service 
Commission. Information on these and other courses are 
circularized to branch heads and then any applications are 
returned to and processed by the Personnel Section of the 


Administration Branch. 


Career Patterns and Promotion Competitions 
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The organization structure and the supporting job 
classification system provide for the orderly, gradual 


movement of employees into higher positions in the Division. 
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Advancement from classification to classification is 
governed by promotion competition. As part of the recent 
reorganization of the Civil Service Commission, the Taxation 
Division, like other government departments, now directly 
controls promotion competition for its positions with 

Salary levels up to $13,100. However, all such competitions 
are still subject to the audit and control of the Civil 
Service Commission. In the Taxation Division, part of the 
authority delegated to the Deputy Minister by the Civil 
Service Commission has in turn been extended to the district 


offices. 


There are three broad kinds of competitions. The 
first, covering non-supervisory positions, is initiated and 
administered by, and restricted to, the District Office. The 
second competition, covering the more junior supervisory 
positions, is similarly handled by the District Office but 
some control is retained by the Head Office through the 
requirement of its prior approval. The third form of 
competition is entirely administered by the Head Office, 
including the appointment of the selection board. This 
competition applies to all positions at the level of Assessor 
4 and above, and, generally to all positions not covered by 
the first two types of competition. A competition might be 


held on a district, regional, or divisional basis, depending 
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on the level and nature of the position to be filled. 
Vacancies in senior positions are thrown open to divisional- 
wide competition. Broader based competitions of this kind 
provide a greater resource pool from which to draw and this 
enables the Division's senior management to be more discrimi- 


nating in selection. 


The selection board for internal competitions is composed 
of three members. The board for competitions administered 
by the Head Office will be selected by, or subject to, the 
approval of the head of the branch in which the vacancy 
exists. The three members of the board in district competitions 
are jointly appointed by the District Director, the head of 
the branch in which the vacancy exists and the Personnel Officer. 
The typical composition of the selection board might be as 
follows: Chairman - Head of section in which vacancy exists. 
ee Member - Unit or group head in same area. 
Third Member - Incumbent in a position in 
different organizational unit 


within the District Office. 


The selection procedure consists of a review of all the 
applications and of the candidate's personal files (including 
previous merit ratings), an interview with the candidate 


himself. The candidates are rated on a number of factors 
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(depending on the position), including knowledge of auditing, 
income tax legislation, and accounting. The board findings 
are subject to both review and appeal. Under special 
circumstances, a person may be appointed to a position 

without going through a competition. And in certain instances, 
when it has not been possible to fill vacancies with internal 


competitions, competitions might then be held externally. 


Under normal conditions, the person hired as a Taxation 
Officer or Assessor would, assuming continuous success in 
competition, move to successively higher classifications 
within the Administration and Assessments branches. Typically, 
the Taxation Officer moves vertically within the Administration 
Branch and in so doing acquires experience of a general 
variety in administration and accounting. On the other hand, 
the Assessor's vertical movements within the assessing area 
are generally correlated with increasing expertise in tax 
law, accounting and audit problems. Often, taxation officers 
who join the Division with a degree in Commerce, later, under 
pressure from management, study for C.G.A. standing and are, 
upon successful completion of their studies, reclassified 
as tAssessors"- This places them in a career stream that 
extends to the very top management levels. Clearly, progress 


to the upper reaches of the Head Office appears to be 
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contingent upon two main factors: 1) professional quali- 
fications, and 2) willingness to relocate. A re-examination 
of the Exhibit 4. shows that the higher organization levels 
of the Division in the Legal, Assessment, and Inspection 
branches are all staffed in greater proportion by persons 

of professional standing in accounting or law. It was 
established earlier in the discussion of this same exhibit 
that the Head Office branches also have a higher proportion 


of higher paying positions. 


Typically, district personnel intent on reaching the 
pinnacle of the Division would begin, and move up within 
the Assessments Branch, in a district office. Having 
successfully competed for the position of Chief Assessor 
in one of the districts, the individual would be expected 
to then make other moves from small to progressively larger 
district offices, with a correspondingly increase in both 
responsibility and salary. He might then compete for 
positions open in the Head Office or for the position of 
Eaceeeeans Director depending on his geographic inclination. 
Success in the first type of competition would bring the 
employee into more immediate contact and exposure to the 
core of policy-making within the Taxation Division. His 


proximity to this policy-making core would be largely 
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determined by his branch membership; some branches are more 
involved in policy-making than others. Success in a 
competition for the position of District Director would bring 
him closer to the pinnacle of success in district office 
administration. The career patterns of employees within 

the Head Office Legal Branch and Planning & Development 
appear to require far less movement; generally, careers in 
these areas tend to be more contained and, except at the 
junior levels, involve fewer lateral movements to and from 


other branches. 


The Personnel Management Function 


Personnel administration is widely diffused throughout 
the Taxation Division. Day-to-day career development guidance 
is the responsibility of supervisors. The Personnel Officer 
himself is responsible for local recruitment, Co-ordination of 
local competitions and the interpretation of personnel policy 
at the local level. Technical, assessing training within 
the district offices is conducted by a training section 
attached to the Assessments Branch. Each of the heads of 
the Assessments and Administration branches have respon- 
sibility for the development of subordinates under their 
jurisdiction. In turn, the District Director has overall 


responsibility for personnel administration in his office 
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subject to the Head Office policies and directives. On 

the other hand, Head Office Branch Directors are presumably 
responsible for identifying the particular training needs 
within their own functions in the Head Office and in the 
districts and for making the necessary arrangements to see 
that these training needs are met. In the Head Office 
Assessments Branch, the Organization & . Training Section 
assists the Branch Director in this respect. It provides 
guidance and co-ordination for the district, and directly 
sponsors the formal training programs in the assessments area 
in the Head Office. It also develops policies concerning 
promotion, reclassification, and staff appraisals in the 
Assessments Branch, reviews establishment proposals and 
conducts job analyses for classification purposes. The 
Personnel Section in the Head Office Administration Branch 
is, as yet another participant in the personnel management 
process, responsible for interpreting Civil Service Commission 
rulings and for recommending and implementing personnel 
policies for the Taxation Division as a whole. Curiously, 
the Personnel Section despite its division-wide responsibilities 
is at a lower organizational level than the Organization & 
Training Section in the Assessments Branch, which has a 


more restricted jurisdiction. 
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SECTION II ~ BILINGUAL AND BICULTURAL EXPRESSION: AND 
ADJUSTMENTS 


REPRESENTATION OF FRENCH CANADIANS 


Exhibit 9 contains estimates of the number of French 
Canadians in the Head Office, by level and hy branch. It 
indicates that French Canadians comprise some 30% of the 
number of total employees in the Head Office’, However, 
most of these are found at the lower levels of the or- 
ganization. While about 45% of the employees below the 
annual $6,200 level are French Canadians, French Canadians 
represent only 16% of all employees above that level. The 
further up in the hierarchy the smaller the proportion of 
French Canadians. There is no French-Canadian participation 
in the upper levels of the Head Office. Not one of the branch 
directors or assistant directors is a French Canadian, and 
of the 53 employees serving as section supervisors or group 
heads, only 7 are French Canadians. The highest concentration 
of French Canadians above the $6,200 level would appear to 
be in the Legal Branch, while under the $6,200 level the 


proportion of French Canadians is highest in the Planning & 


9. This figure is supported by data released to the Commis- 
sion earlier, indicating that approximately 1/3 of all 
Head Office personnel are bilingual (See C.R. Patenaude's 
memorandum tO C. Romales, dated 7 August, 1964). 


Sons TO Ave @8O2 SS SYanoo ens! i 


7 
re mT Sh : : 
e LOVorory j aa Yt}; re y 
‘% 
r a 
r ‘ry od ~ 4 
att ho Level Ou 
P y 
i Seg + f . r - 
r , s d “8 re & 
eda WEGA S S045 = f <2 ul t j } 
~ we 2 over, or sf : 
wie mie PD i ine lSaF 2's - 
’ 
eB ' ah . r 
he EW Sd ul ry ' ro ; 
ss \ 4 
Le F 
> SC er ee a i t, 
SO ING fg BSA 4 2iLy ow | } Y Visa 
‘ * 
wine on ne | D ‘ak de nr ! T 
ede Me taehaw Mh a 
= 
id my * ( c TOW » Pool 
wb ww law es weet) 6 Mere gs r og 
‘ © ie . - . — 
aa 7 oe i ’ * , 
wie | 4 (MEtiEw BO ttert ' ad } 
in 7 “ey —— by et nie pe . ne a 2 f 
as te a 7 Qoiee BOC LAT USE 
- 
t fay ey ety Minn | re Ts 
pated e Cs a a . iu ° i 4 
P ' . 
a - ; a ta \ ale . 
~ = d ha wry Vou wih ‘7 4 
ait yar OF ’ sag “olhy 
$a J : eg Ay Aw LGA : i 
‘ m7 ry rf + wv F >» vs fi e ng ry 
Peet a ; RA J6Uieal &. 2HieBLORG 
Se ma pon a ett AT A ne fin A mvs -heninsbonsntnt valle eer 


mind.) end of De ie" &Jvsb Yo bested 
q a. " 3 


f j OE ta ie He ae « be i nm ‘. ea 
is rt) { Lio gt 4 Ie ae i? | 18 a at: efit He5} 
allie yrs ‘ oe > 1 [ ere be ~~ F in 
VSHNSVET «il. SOG pear aie BY | EL SU6 LS 

; 
ou 5 ns wh a oh l 6 
me 1 ,JanQgeR aa , ee lame 
' 
| i 


PAXATION DIVISION 


ESTIMATE REPRESENTATION OF FRENCH CANADIAN IN HEAD 


OFFICE BY LEVEL AND BRANCH* 


(December 31, 1964) 
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SOURCE: Unpublished internal Audit Charts, December 31, 1964. 


* Estimates of the number of French Canadians in each branch were 
developed by examining the detailed lists of establishment 


positions and the names of incumbents. 


Incumbents with obviously 


French names were shown as French Canadians. 
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Development Branch and in Administration. The Assessments 
Branch appears to have an under-representation of French 
Canadians in practically all categories. Although the 

exact statistics were not available, it appears that a 

large majority of French Canadians in the Head Office, at 
both senior and junior levels, are from the Greater Ottawa 
area. Since movements in the career channels from the Quebec 
OLELces tO the Head Office are "obstructed", a substantial... 
number of the French Canadians in the more senior positions 
in the Head Office would have come from the Ottawa District 


Office. 


In the Montreal Office of the Taxation Division, the 
ethnic proportions are entirely different. Out of the total 
employees as of January 1966, about 83% are French Canadians.19 
This proportion is approximately consistent at both lower 
and higher levels in the organization. Of the 107 staff 
members at the level of Unit Head and above, 94 are bilin- 
gual. However, Ny: the three most senior supervisory 
positions are staffed by unilingual English Canadians, (See 
Exhibit 10 for breakdown on linguistic proficiency by super- 


visory level). An estimated 85 - 90% of these bilingual 


10. From the Montreal Office's Monthly Statement .(of Staff) 
for January, 1966. 
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EXHIBIT 10 
TAXATION DIVISION 
LINGUISTIC PROFICIENCY ~ SUE! IRVISORY GROUP 


re 
Pe Re ne a ee ree 


MONTREAL DISTRICT OFFICE 

(January, 19€6) 
Bilin- English 
gual Uni linge) 


DIRECTOR . 2 s s = e ° = > a e ° 
PimsOniieis GORUEGERS . 6 .°s s.6 0's © 
ADMINISTRATION BRANCH SUPERVISOR .. 


ACCOUNTS.) SEGILONMEEAD wel<ones.. oe 
Group Heads >) £0475 ssi. 
Dai Bends <0 hae ohare 


TAXROLL Te SIG ON HEAD e rs e ry s 2 e 
GroupslleadSy« .gs) ees Gish ier 
Wout HesOS 6. Gs = a) 0 lees 


OFFICE SERVICES SECTION HEAD... . 
CHIEF ASSESSOR . « «.« « «© «© «© @ » 
PROGRAMMING & DEVELOPMENT SUPERVISOR 


SENIOR SUPERVISORS . « « « « © © « » 
Section Supervisors .. . 
Group Heads . + « » « « » 


SOURCE: Montreal District Office's Personnel Record. 
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personnel at the Supervisory level are French Canadians, 
including the District Director and Branch Heads,11 The 
Director of the Montreal Office is a Franco-Ontarian as 
are the Directors of two other Quebec offices, these of 
Quebec City and Sherbrooke. ‘The Director of the Rouyn 
Office is a bilingual English Canadian and the Ottawa 


Office is headed by an English-speaking Canadian. 


While ethnic composition (English-French) at senior 
levels in the Montreal Office reflects approximately the 
composition of the population which it serves, the Head 


Office is virtually devoid of French Canadians in senior 


positions. The underparticipation of French Canadians in 


Senior Head Office positions is both a reason for and is 


oe 


partly explained by the problems of bilingual and bicultural 


expression and adjustment in the many aspects of the 


Division itself, including its structure, communications, 


and personnel management policies. A discussion of these 


aspects follows. 


11. As in the case of Head Office Personnel, estimates of 


the number of French Canadians in supervisory positions 
in each branch were developed by examining the detailed 


listing of establishment positions and the names of 
their incumbents. Incumbents with obviously French 
names were shown as French Canadians. 
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ORGANIZATION STRUCTURE 
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The district organization structure of the Division 
reflects, to some extent, the awareness and sensitivity 
of the Divisions management to its public-reliant function 
and its diverse clientele. The 20 district offices, 
four of which are located in Quebec, are each responsible 
for dealing with local populations and for effecting tax 
compliance in the geographic area under their individual 
responsibilities. This regionalization appears to be based 
not only on bilingual and bicultural considerations, but on 
those of geographic and work-load distribution as well. 
The organizational structure of the Head Office per se also 
reflects in some degree the sensitivity of the Division to 
these considerations. A number of Head Office units are 
organized to provide service, review and control along 
regional lines; the cases in point are the Special Inves- 
tigation Section of the Assessments Branch and the Advisory 
Section of the Legal Branch. However, within the context 
of this fundamental regional orientation, there is an emer- 
gent pattern of recentralization of both work and respon- 
sibility to the general Ottawa area. With the establishment 
of the Data Centre in Ottawa, for example, there has been 
a gradual shift of responsibility in that direction. Similar 
changes leading to increased recentralization may be 


reasonably anticipated in the future. 
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COMMUNICATIONS AND LINGUISTIC PRACTICES 


Extra-Divisional Communications 


In its dealings with other departments and agencies of 
the Government, the Taxation Division uses English almost 
exclusively because the correspondents and contacts within 
these units are English-speaking. Similarly, the Division 
uses English in dealing with representatives of other 
countries, the notable exceptions to this being France and 
Belgium with whom special translation arrangements are made 


if necessary. 


At the provincial level, English is used in communicating 
with the English-speaking provinces. Since the Taxation 
Division has limited bilingual capability among personnel 
with responsibility for federal-provincial liaison, English 
is used mostly in verbal communications with Quebec. Most 
contacts with the tax-payer and public are at the district 
level and the district offices are equipped to service 
local clientele in their mother tongue. For example, French 
and English are used to service the populations served by 
the Quebec offices and by other offices in bilingual or 
partly bilingual centres outside Quebec. As a matter of 


policy, all correspondence received in French from the 
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taxpayers and other segments of the public is answered in 
French. Enquiries from French-speaking taxpayers (individual 
taxpayers, corporations, and their representatives) to the 
Head Office are either re-directed to the appropriate district 
or answered in French directly through the use of translation 
facilities. Personal meetings with taxpayers and their 
representatives in the Head Office are usually held in 
English, regardless of the language of the taxpayer, although 
external forms and documents of the Division are either 


bilingual or made available in the two separate languages. 
Intra-Divisional Communications 


With the exception of informal communication among 
French-speaking employees, English is used throughout the 
Head Office organization, It is, in fact, the working and 
therefore dominant language of the Head Office and of all 
the district offices except the four situated in Quebec. 
All Quebec offices, with the exception of Montreal, are 
for most intents and purposes, unilingual French language 
operations French is the dominant working language in 
Montreal, but because of the large representation of English- 
speaking Canadians in the Montreal area population and in 
the Montreal office as well, English is used extensively 


also. Informal communications among members of the Montreal 
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staff are written in the language of the sender. Simple 
communications from a supervisor to his subordinate are 
usually written in the language of the recipient unless the 
supervisor is himself an English unilingual. Formal, 
general instructions and circulars are written in both 
languages. In group meetings where unilingual English- 
speaking personnel are present, English is usually used 


to accommodate these staff members. 


Written communications bacuwes Head Office and Montreal 
may be in either language. Memoranda and letters from 
Head Office to Montreal are usually written in English 
unless the originator has bilingual competence and chooses 
to write in French. Correspondence from Montreal to Head 
Office at the higher levels is also in English because of 
limited receptive bilingualism in the Head Office. At 
lower levels in the Montreal organization, technical assessing 
reports to the Head Office may be prepared in French at the 


discretion of the Assessor. 


Formal policy and procedural instructions are made 
available in both languages, although the English versions 
precede the French by some four to six months. Some 
instruction manuals in this category cover subjects like 
assessing, taxroll, accounting routines, and personnel. 
Many of the internal forms are produced in both languages 


either in unilingual or bilingual versions. 
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Translation Facilities 


At the Head Office, a unit of translators is shared 
jointly by the Taxation Division and the Department of 
Finance. This unit reports to the Translation Division 
(Secretary of State) and is responsible for translating 
all incoming and outgoing correspondence, official documents, 
and technical materials, for the branch heads and section 
supervisors. The service available from the Translation 
Bureau is inadequate on two accounts. First, translations 
are not prepared quickly enough; the services of the 
Translation Bureau are extremely slow and delays of up to 
six months in larger and more complex translations are 
frequent. This results in late distribution of French 
language instructions to employees in the Quebec Offices. 
Second, the quality of the translation has been criticized. 
The technical language of the Taxation Division appears to 
be creating difficulties for the translator with the result 
at times in literal errors and changes in the nuances of 
meaning of some terminology. At times, because of the 
incomprehensibility of certain literal translations from 
English or, "pure French" expressions, French-Canadian 


employees have to resort to reading the English equivalents. 
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Language Training 


The Taxation Division is participating in the Civil 
Service Commission's language training program but only a 
limited number of senior employees have been involved to 
date. Candidates for language training are nominated by 
their supervisors subject to the approval of branch directors. 
Although the Taxation Division has not undertaken a formal 
evaluation of this language training, reaction to its 
usefulness ranges from scepticism to mild receptivity. 
Basically, language training is not seen by senior Taxation 
personnel as the answer for a bilingual civil service. The 
criticisms expressed, at times explicit and at other times 
implicit, fall into several categories. First, the language 
training by the Civil Service Commission has to be preceded 
and generally supported by a framework of language training 
in bie educational institutions throughout the country. 
Second, there is the problem of a lack of opportunity on 
the part of the present trainees to use the language on 
the job subsequent to the completion of the language program. 
Third, there is the need for an intensified effort in terms 
of both money and time, as well as a larger establishment to 
free employees for such training. Fourth, the circumstances 
and pressures under which the trainees new work are not 
favourable to the development of language skills. Fifth, 
there are simply no real incentives for English Canadians 


to learn the French language. 
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Pressures and Changes in Language Usage 


There are countervailing pressures on and within the 
Taxation Division which determine the pattern of language 
usage. On the one hand, there are pressures to use French 
externally in dealing with taxpayers and other publics and 
to increase its use internally in the Quebec offices and 
to a lesser extent in Head Office. These pressures are 
generated by 

(a) French-Canadian taxpayers; 


(b>) French-Canadians employees in the Quebec offices. 


On the other hand, there are ie aes which help to 
maintain the use of English, especially in the Head Office. 
These a generated by: 

(a) English-Canadian taxpayers in Canada as a whole; 

(ob) the predominant numbers of unilingual English- 

speaking employees in the Head Office; 

(c) other Federal Government departments and agencies; 

(d) foreign governments and their representatives; 


(e) the absence of adequate translation facilities. 


Over the years, there has been a considerable increase 
in the use of French in the Montreal Office. Most other 
district offices in Quebec are predominantly unilingual 


(French). This increase has corresponded with the increase 
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in the number of French-Canadian employees located there and 
in the progression of the French Canadians to senior levels 

in these offices. Generally, in the Quebec offices, French 
Canadians now use French more extensively in their jobs and 

in their communications with Head Office. In the Head 

Office, changes in the participation of French Canadians at 

the senior levels and the use of the French language has not 
been nearly as pronounced. The extremely limited bilingual 
capability in English-speaking personnel in the higher echelons 
generally surpresses the use of the French language both at 


these levels and elsewhere. 


PERSONNEL MANAGEMENT ~- POLICIES AND PROGRAMS 


General Staffing Policies and Strategies 


The Taxation Division does not have its own explicit 
aims or policies dealing with the participation or staffing 
of French Canadians. It is the implicit policy of the 
Division to staff its offices with competent personnel, 
complying, at the same time, with the Civil Service Commis- 
sion directives on language requirements. The inference is 
clear; it is the policy of the Division to manage personnel 
uniformly without reference to ethnicity. In its staffing 
policies, as elsewhere, the Division is largely influenced 


by its overriding concern for the principles of efficiency 


aa gers 38 pei 
ns iol, ttedd ak A 

bao ony at a buon dt enokyes femmes tieng Me 
Es Sitiginds toate Qo nodvegiotexeq ett obs2egnado .eolTio, 
od “eet ogavgnet donert eda ‘to @au ond bas adevel tolnee eH 
augnibttd bethmtl yLomesax9 ei?  .beonionorq en ylisen nasd 
tae “origin ‘edz nt Zennoes6q yniiteegqe-detign’ mt viilideqss 
3 dtod exetignat fotevi od to sey etd aezcesqive yilaneneg 


otenweele bre elareal ee 


t 7 TAA aT ARTO LIA Te 
i ahh sa} h tidandh as 2HAT 
Seed Sie RT akan lel ol elie ee RE eee ee 


9 “ et) ae, 
Pt Are ue L© P37 
nie one spendin ab ene naan 2 


tio hiqns swe eat ovad Jom esob nolety red noissxe? aAT 
piViase to mottantopiraq edt ddibw sattaebh agiotieog to sms 
atte to yoilog tit Lams Sag Si JI .ehetbadsd donexvd 40 

, onaceisg Jasdeqmeo Mdtw Begt tio ath Béte od 
eimmod sotwiec, Livi) edt diiw .emts smsa eds Js aniviedes 
£ consistant onl 2inemietbupet egsiugae! M6 eSvisos'tkb iodeae 
endowed eaensin Os: sofeivid ory ig Yet Log say at st — 
gabitedé wok aT” “eddodiitss ot gonexis sueddiw vLorte tela | 
becaegsliak yLegtes Bk’ modatvid edd 1eeitned fo as oon 


Yonstyttte 16 Solgtodl na odd ner ausones suai” aot 
‘ Ade 


Treil': Oo“ fe oer ey | 


dle 


and consistency. The Civil Service Commission's rather general 
and limited language directives,--and the Division's literal 
application of them, have lead in part to the under-represen- 
tation of the French Canadians in the Head Office. The 
Division's main strategic response to the question of 
bilingualism and biculturalism and of French-Canadian 
participation has been aimed at staffing the Division's 
Quebec offices at all levels with French Canadians. Yet, 
offices like Montreal are so under-staffed that some con- 
sideration has been given to shifting all or some of the 

work to the Ottawa area, Alternatively, the suggestion has 
been made, albeit not seriously, to turn over the function 

of federal tax collection in Quebec to a private, independent 
collection agency. It appears as though the policies and 
strategic pursued up until now by the Taxation Division, 
within the context of Government and agency policy on lan- 
guage requirements, have failed to provide the staff neces- 


sary for the Quebec operations. 


For the most part, the recruitment of French Canadians 
is not handled at the Head Office but by the district office 
in Montreal, and in the other district offices in Quebec 
and in Ottawa. For French Canadians’ the recruitment 
procedure is basically the same as it is for English Canadians, 


except slightly more effort is perhaps put into missionary 
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work at the sources of supply for recruits. Visits are made 
by the personnel officers and district directors to such 


universities as Montreal, Laval, Sherbrooke and Ottawa. 


To date the best single source of French Canadians has 
been the University of Montreal. Attempts to attract French 
Canadians, beyond the normal appeals, have been generally 
limited to suggesting that because of their bilingual skills 
and bilingual manpower shortages, French Canadians are in a 
more competitive position within the Division than are 


unilingual English-speaking employees. 


Bilingualism is generally required for clerical positions 
in grades 1 - 3 and for Taxation Officers grades 1 & 2. 
However, market supply and demand for bilingual personnel 
determine the extent to which this requirement can be met. 
Because of chronic shortages at the Assessor 2 and 3 levels, 
unilingual personnel are almost always accepted if they meet 
the minimum qualifications in other respects. (See Exhibit 
11 for recruitment data on the Montreal Office by classifica- 


tion, by branch and by linguistic proficiency. ) 


The recruitment difficulties in the Quebec offices have 
become more acute in recent years because of an accelerated 


demand for qualified French Canadians with bilingual skills. 
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EXHIBIT #11 


TAXATION DIVISION 


RECRUITMENT DATA - TO'S & ASSESSORS 


MONTREAL DISTRICT OFFICE 


(February 65 to January 66 inclusive) 


|Transfer from 


Section] Section!) \ Branch <-|Disteben Of icestEng lush 
12 3 ays 
6 ' 2 
14 2 
Zh ik 19 iE 
TOTAL 
eae 


SOURCE: 


Montreal District Office's Personnel. Records. 
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The main competitors ‘for available talent are private 
industry and the Quebec Government; in the latter case, 
recruits have been lost to the Finance Department and to the 
Hospitalization and Pension Plan authorities. Neither the 
universities nor the professional accounting societies have 
been able to supply a sufficient number of graduates to meet 
the demand. However, there are other reasons offered in 
explanation of the Taxation Division's apparent failure to 
recruit adequate numbers of French Canadians. First, the 
salaries offered by the Taxation Division are well below 
those offered by other competitors in the labor market. 
Second, the Taxation Division, as a Federal Government 
Department, appears to many French Canadians to be, in the 
words of some respondents, "foreign" and "unattractive" in 
comparison to the Quebec Government and other Quebec 
employers. Recourse to the hiring of unilingual English- 
speaking personnel has tended to perpetuate within the 
Montreal office difficulties of administration and personnel 
management particularly with regard to work load scheduling 
and promotion competitions; this, in turn, has probably 
helped to maintain the unfavourable image of the Division. 
Finally, the predominance of the English language in the 
Taxation Division has undoubtedly been a serious drawback 


to recruitment. The first and third reasons are not unique 
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explanations of the Division's difficulties in recruiting 
French Canadians alone; as indicated in an earlier section 
of this report, they also tend to explain the Division's 


general staff shortages. 


Career Development 


Present job training programs in the Montreal Office 
(and other Quebec offices) are conducted in the French lan- 
guage whenever possible. Most of the materials used are 
translated from English. Delays are frequently encountered 
in translation and thus problems are created for both the 
trainers and the trainees. Job training activities in the 
Head Office are somewhat more limited and although there 
is training offered in French, the use of French is not as 


widespread. 


There are no formal long-term career development programs 
in the Division for any Snpiavece In the Head Office, the 
two main short-term programs, one in the Inspection Branch 
and the other in Administration, are open to all employees 
but are rarely, if ever, participated in by French Canadians 
from Quebec. Beyond "hoping" that some French Canadians 
will participate, none of the present or proposed development 
programs have been especially conceived or designed with 


bilingual or bicultural considerations in mind. In consequence, 
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very few French Canadians in the District offices have so 
far expressed interest in participating in them. Some 
advancement and development are, nevertheless, available 
through the normal process of job competition and transfer 


in the Quebec offices. 


Promotion competitions for senior positions in Montreal 
and the Head Office are, of course, open to French Canadians; 
however, the careers of French Canadians have in most 
instances, been limited to Quebec offices. Moreover, there 
is a tendency among French Canadians to disregard the options 
open to them in district offices in Quebec other than the 
ones in which they began their careers. Because of these 
factors, the French Canadian, on the average, is likely to 
have a vastly different career pattern to his English coun- 
terpart. To the extent that his career is restricted and 
confined this way, he has far less opportunity to advance to 
the more senior positions, that is, to the power and decision- 
making locus of the Division. It has been established 
earlier that advancement to the senior positions in the Head 
Office appears to be contingent upon: (1) professional 
standing, especially in accounting and (2) a willingness 
to relocate, that is, to have a more general inclination 
toward mobility. Both these factors work to the disadvantage 


of the French Canadian, albeit through his own choice. 
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There appears to be a dearth of French Canadians with 
professionnal qualifications, and French Canadians in the 
Province of Quebec appear reluctant to move not only from 
Quebec to Ottawa but among the offices in Quebec. The 
reasons offered for this phenomenon by both French and 
English Canadians are "family ties", "close knit relation- 
ships", and the desire for a familiar cultural and social 
milieu. The entire career of the French Canadian in the 
Quebec offices and especially in Montreal, can be inter- 
preted to some extent as an adjustment to an Anglo-dominated 
institution with processes somewhat insensitive to the . 
French Canadiants needs. In moves from Quebec to Ontario 
the effects of the adjustment on the French Canadian are 
likely to be a little more devastating. In Ottawa, the 
French Canadian from Quebec will find few other French 
Canadians, and of those, most will be Franco-Ontarians. 

On the little evidence available in this study, there 
appears to be a limited mutuality of values and feelings 
between Franco-Ontarians and French Canadians from Quebec. 
Unlike the Quebec office in which he was formally situated, 
the French-Canadian Quebecer in Ottawa will be required to 
speak and write almost entirely in English. He will be con- 


cerned about the quality of education offered to his children 
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in the Ottawa area. Finally, his proficiency and performance 
will likely be affected because he is forced, as one res- 
pondent indicated, "to think and work in the other guy's 
language". It seems that, on balance, the jncremental salary 
inducements associated with a move or promotion from Montreal 
to the Head Office are rarely compensate the French 

Canadian for the sacrifice of family ties and a familiar 


milieu that he feels he is required to make. 


In Montreal (and other Quebec Offices) the circumstances 
surrounding the career development of the French Canadian 
are more favourable, but they are nonetheless constraining. 
Bilingualism in Montreal is normally considered as an asset 
but it is not considered essential, except in the most 
senior positions. Bilingualism is not required in any but 
a few positions below the level of Branch Head. In fact, 
proficiency in both languages appears to receive, as a skill, 
more emphasis at the lower levels than at the intermediate 
ones. Usually, the importance of bilingualism is left to 
the discretion of the competition board. As was established 
in an earlier part of this report, the selection process is 
administered by the Montreal Office in the case of the 
lower levels, and by Head Office for the intermediate and 
higher positions. The weight placed upon a person's ability 


to speak French is not great. Preference appears to be 
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etven to bilingual employees only when most other qualifica- 
tions are equal. Since most other qualifications are rarely 
equal the "preference" ruling is largely meaningless. 

Some bilingual employees, are in fact, penalized for their 
bilingualism. This is evident in the work assignment 
procedures: to allow the unilingual English-speaking 
person to work on returns and assessing of English cor- 
porations, French Canadians are required by necessity to 
work on smaller, less important returns from French-Canadian 
firms and individuals; consequently the French Canadian's 
Opportunity for experience in the most important assessing 


and audit cases is severely reduced. 


Although the Montreal Office appears to have had an 
earlier history of discrimination against French Canadians 
there is no evidence that this is any longer the case. 
Incumbents in the most senior positions in the Montreal 
Office are French-Canadian. The main difficulties now 
appear to be a misunderstanding or misperception of policies 
and procedures related to career development and to bilin- 
gual requirements especially in supervisory positions. 
Complaints of "injustice" and "discrimination" are 
occasionally made by the rank and file French-Canadian 
employees over the results of promotion competitions. The 


senior Head Office management operates in ways which, to the 
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French Canadian in the Quebec offices, often appear "mys- 
terious" or "suspicious". It is apparent that the earlier 
period of discrimination in the Montreal office has left, 
as one English Canadian in the Head Office aptly described 
it, "a legacy of distrust". Though much of this feeling 
appears to be confined the middle and lower levels in the 
Montreal organization, some of it, as we shall see later, 
appears to have influenced the outlook of some of the senior 


French-Canadian officials. 


Given the present level of sensitivity, it is.not 
difficult to understand why some French Canadians react as 
they do. Ina recent competition held at the level of 
Assessor 5 in Montreal, the phenomenon of only four French 
Canadians “testicles out of a total of fourteen gives rise 
to a justi“lable concern. While there is no suggestion 
here, as tiere was from some French Canadians at the time 
of the competition, that there was any discrimination, it is 
clear that the career development process, for which 
management is responsible, did not in this instance involve 
the French Canadians in any ei Ge Fe ys resembling their 
representation in the Montreal Office. Similarly, the 
inequities and imbalances that appear elsewhere from time 


to time only tend to aggravate the problems. For example, 
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in the metropolitan Quebec City area where English is the 
mother tongue of 4g? of the population, bilingualism is 
mandatory for the Director's position. However, in the 
Ottawa-Hull metro district where French is the native 
language of 38943 of the population there is no such bilin- 
gual requirement for the Director. It is apparent that 

in a system organized by English Canadians, designed for 
English Canadians, and administered and controlled by 
English Canadians, there is the strong likelihood of a 


cultural bias. 


Separation 


The turnover of French Canadians in the Taxation 
Division is a greater problem than recruitment in that the 
personnel who leave take with them a considerable invest- 
ment of time and money. This is the real cost of separation. 
With French Canadians as with other employees a high 
turnover rate has come to be accepted. Many French Canadians 
join the Division to obtain experience in Taxation and then 
move on to more lucrative work in either private practice 
or with other organizations. Exhibit 12 contains a break- 


down on separation data for the Montreal office. The 


12. Dominion Bureau of Statistics, 1961 Census of Canada, 
Vol; I,j Part Ili, Table 70: 
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SEPARATION DATA - TO'S & ASSESSORS 
MONTREAL DISTRICT OFFICE 


(February 65 to January '66 inclusive) 
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sample figures indicate that more than half the employees 
who left that office did so for better positions. The 
Division as a whole, especially the Quebec Office, has 

lost many of its personnel to the Quebec Government. The 
manpower needs of Quebec's Finance Department and its 
Hospitalization and Pension Plan administrations have-been 
responsible for most of theriges in this direction. However, 
in the specific sample period covered, losses to the Quebec 
Government were minimal. The comparison of Exhibits ll and 
12 indicates that the input through recruitment of French 
Canadians surpasses by far the number being separated. For 
English Canadians the reverse is true. This suggests that 
the representation of French Canadians as a percentage of 


the total is on the increase. 


Some local lattitude, subject to Head Office approval, 
is allowed in the reclassification of positions, and this 
tactic is relied on extensively by the Montreal Office 
management to hold on to its. key French-Canadian personnel. 
The grade level of a job may be changed if the job content 
changes or if the employee is performing satisfactorily. 
Reclassification is not open to competition, and it is 


neither a promotion nor a normal type of salary increase. 


aedt: som sant etasthal. setugit oe nee 
. “megied at oe BE avktto sade stef orw 
aedeut, ens yileiosyes. ,slodw 8 zs no retail 
" osdong orit od fencoa‘tey agi To yasa, 7200) 

ask ona Ser@mrraget! poratt e'sedenu) to eboen ioWwoqaea | 
outovati enokserwetarmhe n2.t notenod bad ‘wothvert.s?2ceom 
salt .aobtoerds erdy m2 eeol ag To seom 101 oidienoqest 
dau eit pd deveot be tevas boLiegq sigmee ol'ticeqe oA rem. 
e ££ adtd tink 106. m6nitaqmor oT ae trem TeVOR: 
fonda 36 ined buso8": Mauerds toqni eft sedt aeteoibnt Si 
i]  bederaqee gated vredsiun ong “2t yd seeescive enalbensy 


any aveeseuve elt swig et 92 tevey of7 enalbaenec deitgad’ 


10 Speeneo ted 6 28 exeifaned donner! to colisineseigs: odd 
,aBesioni onc mo el Isgos ed 


vomgs Sol130 beeli OF dustdua ,obwtivtc! [a0 amok 


~s 
aK, 
4 


arr’ O18 senoOnoteae io Aoiveotitessioe: edt mt bewolls 
edit? 10 tseacnal etd vd visvienstxs no belles et pitos 
Snitoaray Hesianed-Aopett yeu est of mo blo ad inemegsnam 
satAod dst, ets bemnenis 6d ysu dot s to Level sbaws edT 
Mi ttesestetshe seimrotrisg 2f seyolqgme oc2 ti 10 eaynade 


ea 


ef 22 Dns aheds beeqmos OF Mego ton ef noltssitisesioah 


© 


seegetomt ymise 2 agys Lamros BR ton noizometq s 193 teme 2 


a 

2. fea ro) 
«3a 

> « 

“> ae o'r es 

aa gt. * 

<a : ; 

= & ro | 


OY. 


ORIENTATIONS, ATTITUDES AND PERCEPTIONS 


The dichotomy of attitudes of the Taxation Division's 
management personnel - in the Head Office on the one hand 
and in Montreal on the other - are singularly revealing of 
‘some of the dimensions and constructs of the informal 
organization and its potential communication problems. At 
the same time, these attitudes help to explain the Division's 
expression of, and its adjustment (‘or lack of itt) to, 
bilingualism and biculturalism. They also indicate, in some 
measure, the readiness of the leadership within the total 
system for change. 

Senior Head Office Management 

There is a widespread acceptance among senior officials 
for/the need, indeed the necessity, to use the language of 
the taxpayers and other clientele in written communication. 
The motivation to communicate in the clientele's language 
does not extend to include oral face-to-face communication 
at the Head Office level. The responses of the English 
Canadian senior management personnel to other areas of 
bilingualism and biculturalism fall somewhere on a continuum 
of mild support to overt hostility. The use of French as a 


working language in the Quebec Offices is seen as a necessary 
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accommodation of the French-Canadian majority there. In 
certain functional areas and at certain levels, there is 

a willingness on the part of Head Office officials to 
accept interoffice reports and other memoranda in French. 
While some officers expressed a personal desire, in the 
interviews, to learn French, few seemed sufficiently inclined 
to actually do so. Many of the officials suggested that 
there is a "need" for a greater participation of French 
Canadians in the Division pereass but especially in the 
district offices where there is a substantial representation 
of French Canadians among the local populations. Most of 
the officers gave the distinct impression that they did not 
believe that the presence of French Canadians in the Head 
Office was necessary. Generally, their notion of the role 
of the French Canadian in the Diaaadoamaee restrictively 
delimited. The French Canadian was seen by them as eee 
ee useful in the operation and administration of the 


District Office. 


None of the officials saw themselves, their colleagues, 
or their "system" as being discriminatory. Basically, they 
a not see enough nuengceaaat ens as being sufficiently ‘ 
competent or willing to work in the Taxation Division, 
Almost all key management personnel either stated or implied 
that the performance of the French Canadian is generally 


inferior. They attributed this to an inferior educational 
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System, or inherent personality traits which do not, in 
their view, allow French Canadians to maintain the performance 
standards expected by the Taxation Division. Few showed 
little understanding of the problems of the French 

Canadians in the Taxation Division or in the Civil Service 

as a whole. The problems of insufficient participation and 
inadequate performance were invariable ascribed to the French 
Canadian, that is, "his insularity" "his fear", "his back- 
wardness" and "his individualistic attitudes", or to the 
Government or control aeeheree that is, "their policies", 
"their procedures" and "their lack of direction". The senior 
officials of the Division demonstrated a common, strong 
reluctance to accept any managerial responsibility for the 
imbalance in representation in the Head Office division or 

to initiate any programs to correct it. The stereotype of 
the French Canadian, in this case, is relatively easy to 
maintain, because very few qualified French Canadians would 


ever apply for openings in the Head Office. 


For. some officials, the notion of responsibility toward 
effecting bilingualism and biculturalism seemed strongly 
influenced by their perception of what Canadians in general 
want. Head Office management personnel demonstrated little 
comprehension of the broader meaning of bilingualism and 


biculturalism. To most, bilingualism and biculturalism in 
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the Civil Service is a philosophical, abstract, remote or 
elusive concept. Many assumed that it would mean that all 
civil servants would be required to become bilingual. 
Others, though more realistic in their views, still saw 

it as being fraught with difficulties; any implied increase 
in the use of French and in French-Canadian participation was 
often viewed as potentially interfering with the present 
standards and administration of the Division. To most 
officials, purely administrative obligations come first. 

The Division, as represented in the views of the English- 
speaking officials, does not regard French-Canadian partic- 
ipation as having any relationship to administration. Any 
sense of moral obligation in this respect has always been 
separated from purely administrative problems and respon- 
sibilities. The mechanistic and procedural orientations of 
the accountant tend to reinforce this "compartmentation". The 
development of an effective staffing program attuned to 
special problems of bilingualism and biculturalism is viewed 
by senior management as potentially demanding too much of 
its limited supply of time and energy. Up until now, other 
problems have seemed much more important. In general, 

human resource management in the Division has had a low 


priority as well; this is evident in the low status of 


the personnel function. 
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Notions about what adjustments could, or should be made, 
across the broad spectrum of bilingual and bicultural 
problems, were generally confined to developing bilingual 
skills among English-speaking employees and to giving 
French-Canadian employees more opportunity to speak and 
write French. The prospect of anything other than a Taxation 
Division completely dominated by English-speaking personnel 
was never contemplated. In this context, the changes 
anticipated or suggested by the senior English-speaking 
personnel more and more took on the complexion of concessions 
to French Canadians required in the face of political alter- 


cations at the federal-provincial level. 


In summary, the attitude of the senior Head Office 
personnel both in their outlook and support of bilingualism 
and biculturalism varied widely. Some key officials appeared 
to be hostile, almost unalterably opposed to either full 
bilingualism or functional bilingualism; those that sup- 
ported change did so mildly and cautiously with limited 
understanding, declaring themselves in favour of "selective" 


or "limited" adjustments. 
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senior French-Canadian Manarers 


Generally, the French-Canadian officials, all but one 
of whom are located in the Montreal office, showed a somewhat 
reluctant adjustment to the present system. Although some 
French Canadians were prepared to suggest that one of the 
reasons for the underparticipation of French Canadians at 
the higher organizational levels is due to lack of skills 
among the French Canadians themselves, they were all, almost 
without exception, critical of senior management's reluc- 
tance or inability to do anything about correcting this 


situation. 


In the view of most, the social and organizational 
system of the Taxation Division appeared to be "stacked" 
against them; the sacrifices that were required of them to 
ensure success among the "anglophones" or "anglophiles" 
in the Ottawa establishment were far too great, and for 
this reason, most of them had elected to work out their 
careers in the more friendly and receptive environment, in 
the Montreal Office. The two Franco-Ontarians interviewed 
showed a far greater inclination towards accepting the 
status quo and the conditions to which they are required 


to adjust to ensure their own survival. 
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The French Canadians in the Montreal Office recognized 
that they were powerless to make the changes they felt were 
necessary and they therefore tended to place the onus for 
such changes on the Head Office and Government, where the 
requisite authority to initiate these changes lies. Few 
French Canadians made any claim of deliberate prejudicial 
treatment of themselves, but some expressed a grave sus- 
picion in the way promotions controlled by the Head Office 
are administered. It seemed obvious that much of the 
negative reaction of the French Canadian was preconditioned 
by the previously noted long history of rancour and 
animosity among the French and English in the Montreat 


Office. 


French Canadians were not optimistic about changes in 
the future. They expressed fear that changes will be slow 
in coming, largely because of entrenched, unfavourable 
attitudes held by the Head Office officials. They indicated 
that they believe that the English-speaking civil servants 
throughout the Government apparatus do not feel sufficiently 
compelled to make the changes, and that the incentives and 
facilities to do so are inadequate. The French-Canadian 
management personnel in Montreal were all in favour of 
bilingualism, especially at supervisory levels, not only 
for reasons of equity, but as a practical solution to some 


of the work scheduling problems they currently face. 
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Some Contra Distinction 


All in all, a divergent hierarchy of sentiments and 
perceptions was evident across the full range of subjects 
covered. In some instances, French Canadians from Quebec 
revealed sentiments in polarized opposition to the sentiments 
of English Canadians in Ottawa. There is some evidence to 
suggest that the senior French-Canadian employees are more 
prepared for widespread changes in terms of attitude than 
their English counterparts. However, the two Franco- 
Ontarians interviewed, one in the Head Office and the other 
in Montreal, were far more inclined than the Quebec French 


Canadians to accept the status quo. 


Assumptions of "how things ought to be" from the wider 
culture and individual experiences led some English-speaking 
personnel in Head Office to place a high value on uniform 
procedures and outcomes regardless of the unique aspects of 
the specific situation or context like the Montreal Office. 
Because they sometimes express different views, French 
Canadians tend to be regarded as deviant by their English- 
speaking counterparts. This suggests a strong divergence 
in outlook, a certain frozeness in the organization, and 


serious concomitant problems of communication. The two 
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groupings, the one in Ottawa and the other in Montreal, are 
further differentiated not only by geography but by the 
distribution of power as well : and this power distribution 
apparently has a pronounced effect on how senior French- 
Canadian officials in Montreal view their own ability to 


bring about change. 


The one area of agreement that appeared to emerge in 
the interviews was the question of a bonus for bilingualism. 
A premium for bilingual skills was unanimously supported at 
the higher levels of the Head Office and of Montreal by both 
French and English-speaking Canadians. The declared and 
implicit reasons for this varied; there was no distinction 
made by any of the interviewees as to whether the bonus 
should be paid to all bilingual personnel, or only to those 


who were in positions requiring this skill. 
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SECTION III - PROSPFCTS OF AND DIRECTION 
FOR FUTURE ADJUSTMENTS 


Up until this point the report has attempted to 
delineate a picture of the Taxation Division in terms 
of its present organization and its bilingual and 
bicultural adjustments to date. The discussion has 
been sufficiently detailed to provide for those concerned 
a basis for further research and independent judgment of 
the recommendations in this section. As a focal point 
for these recommendations, an attempt will now be made 
to place the bilingual and bicultural problems of the 
Division in perspective, and to discuss their inter- 


relations and the solution options available, 
THs BASIC PROBLEMS IN PERSPECTIVE +“ 


The bilingual and bicultural expression of the 
Taxation Division can be measured in two main ways: in 
its external communications with the public and other 
clientele; and in the representation or participation 


of French Canadians within the Division. 


14. The general contribution of some of Edgar H. Schein's 
ideas to the conclusions of this section is readily 
acknowledged. See especially his Organizational 
Psychology, Prentice-Hall, 1965. 
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The evidence is clear that the Taxation Division's 
communication with its clientele shows a remarkably high 
degree of sensitivity and adjustment. Except in some 
face-to-face contact of Head Office officials with French- 
Speaking taxpayers and representatives from other countries, 
or from the Province of Quebec, the language of the clientele 
is always respected. The District Offices in Quebec, as 
represented by that of Montreal, have a built-in capacity 
for dealing with both language groups. The Head Office, 
on the other hand, has relied, for this purpose, almost 


exclusively on the available translation facilities. 


Although the Division's clientele have been almost 
fully accommodated in the linguistic sense, the same does 
not hold true for the French-Canadian employees within 
the Division. In this respect the Taxation Division 
appears to be a conservatory of pre-1960 National power 
patterns. There are reasons for this: the accommodation 
of clientele is essential to a program of effective tax 
compliance; equivalent pressures of an immediate and 
obvious nature to accommodate French-Canadian employees 
within the Division do not exist. While some improvement 
can be made in the expression of bilingualism and bicul- 


turalism through its external communications, bilingual 
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and bicultural progress generally will depend on an improve- 
ment of French=Canadian participation. For the longer 
term, increasing numbers of French Canadians in Montreal 
and Head Office will also be required to maintain adequate 
tax compliance in Quebec. The consequences of a shortage 
of personnel competent to deal with the regional clientele 
in Quebec are not obvious, but they are nonetheless, 
serious. Government revenues can be lost because of 
insufficient coverage or inadequate audit and enforcement 
programs. The point that should be clearly noted here 

is that the under-representation of French Canadians in 

key levels of the Head Office may be an important, limiting 
factor in the Division's effectiveness in the Province of 
Quebec. This proposition is, of course, valid only to 

the extent that the Division's effectiveness, that is its 
ability to adapt and survive in the Province of Quebec, 

is dependent upon its sensitivity to the regional, cultural 
and linguistic differences found there, and to the extent 
that such sensitivity is increased with an increase in 

the proportion of French Canadians in the Head Office. 

The implication is that a greater number of French Canadians 
in the Head Office would help attract more French Canadians 
to the Quebec district offices and this, in turn, would 
improve the Division's ability in securing the cooperation 


of the taxpaying clientele and thereby bring about greater 


tax compliance. 
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Representation of French Canadians is, of course, 
found in the Taxation pit cerdah cad its district offices 
and in the Head Office organization as well. The re- 
presentation of French Canadians in the Head Office is 
proportional to their representation in the Canadian 
population, but the majority of their numbers are limited 
to the lower levels; many of those at higher levels are 
Franco-Ontarians. In contrast, French Canadians are 
found in dominating numbers at all levels in the Quebec 
district offices. The establishment in the Quebec City 
Office, for example, is almost entirely composed of 
French Canadians, many of whom are unilingual. Even 
though the district offices in Montreal and Quebec have 
a high percentage of French Canadians, at least in pro- 
portion to the population which they serve, they are 
nonetheless understaffed. In some instances, staff 


shortages appear to have reached critical proportions. 


The proportional representation of French Canadians 
at all levels in the Quebec district offices is, of 
course, a happy situation but it does not allow for the 
participation of French Canadians in the vital decision- 
making duties of the Division. It has already been 


demonstrated that in the case of the Taxation Division, 
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power is concentrated in a few Head Office positions, 
even though the senior district office positions are 
almost equally as remunerative. The problems of under- 
representation of the French Canadian in Head Office, 
and the staff shortages in the district offices, are 
inextricably related. Causes for the one problem often 
serve to explain the other. And there are non-causal 
connections as well; the career channels of the Division 
are such that all the district offices together provide 
the main source of manpower for the Head Office; senior 
positions in the Head Office are usually filled from 
within the Division through promotion competitions; 
therefore, the participation of a French Canadian in the 
Head Office is dependent on the minimum condition of 
adequate numbers of competitively qualified French 


Canadians in the district offices. 


Though part of the problems of Frenche Canadian 
participation lies beyond the capability of the Taxation 
Division to solve (that is, with the control agencies, 
with the educational systems, and as a function of the 
dynamics of the labour market), there has not been any 
impressive adjustment in policy and program in areas 


where divisional latitude and initiative have been possible. 
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In consequence, this inaction has had a pronounced, 
negative effect on the career patterns and career develop- 
ment of French Canadians. In senior categories in Montreal, 
it appears that opportunities for qualified bilingual French 
Canadians are as good or better than those of the unilingual 
person. However, the schemes to develop the necessary com- 
petitive qualifications in French Canadians have been 
lacking. In Ottawa, the opportunities for French Canadians 
who are willing to work and otherwise function in an 
English milieu are equally good or better than those of 
English Canadians because some senior personnel "feel" 

that there is a need to rectify the present French-English 
imbalance at senior levels. But, French Canadians, it is 
clear, are unwilling to make the adjustments necessary to 
work and function in this kind of setting. It seems that 
the "need" for greater French-Canadian participation, 
though recognized, is not of sufficient intensity to 
motivate, or to bring about management action. None of 

the internal divisional policies, or procedures, reflect 
the concern expressed by some senior personnel about the 
recruitment difficulties in Montreal and the under- 
representation of French Canadians in Head Office. Such 
measures that have been undertaken have not met with 


notable success and the attendant frustration has apparently 
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lead to a consideration of alternative tax administration 
programs, all of which share the common strategy of with- 
drawal from Quebec by either shifting the work load to 

the Ottawa District Office or by transferring the tax 
assessing and collecting responsibilities to an independent 


commercial agency or indeed to the Province of Quebec itself. 


What are the causes for the underparticipation of 
Quebec French Canadians in the Head Office? There are a 
number of possibilities. First, an obviously small number 
of qualified French Canadians seem willing to leave the 
Quebec Offices to work in the Head Office. Second, the 
small number willing to work in the Head Office are often 
not sufficiently qualified to be successful in the promotion 
competitions. Third, those that are both willing and 
qualified may be excluded through discrimination. Simi- 
larly, in the Quebec area, French Canadians may be un- 
willing, unqualified or excluded from joining or staying 
with the Division's district offices and instead seek out 


work with competitive employers. 


The evidence of this study clearly and unequivocally 
excludes any systematic discrimination as a main cause 
of French-Canadian under-represention in the Head Office. 
Such discrimination that does exist is unsystematic, 


unconscious, sporadic and principally as a result of the 
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built-in cultural biases of the career development 
processes. A combination of the first two possible 
causes seems more likely; that is, through a combination 
of the French Canadian's unwillingness to leave Quebec 
and in some instances his inadequate qualifications, 

the ethnic-linguistic imbalance, in the Head Office and 
the generally under-staffed position of the district 


offices in Quebec, are being preserved. 


We might now profitably look at the means of eliminating 
this dilemma. What strategic options are open to the Taxation 
Division to achieve a better balance of French Canadians in 
the Head Office? There appears to be two broad mutually 
exclusive options. First, it could lower its standards in 
recruitment and in promotion competitions in order to admit 
the less qualified French Canadians and then to accelerate 
their advancement. Such stop-gap measures may be expedient 
as a short-turn solution. However, in light of the tech- 
nical and professional demands of Division's tax assessing 
and collecting function and the need for the Division to 
maintain its present performance and security standards, 
such measures would only lead to serious difficulties 
for the organization and for the French Canadians them- 


selves over the long term. The Division could and should 
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develop the climate and conditions more consistent with 
the expectations and needs of French Canadians, which 
would at the same time provide the means for increasing 
the number of qualified French-Canadian employees within 
the Division. In other words, it must develop rewards 
and opportunities which will enable the French Canadian 
to achieve the degree of satisfaction and growth competi- 
tive with, indeed greater than, that available elsewhere. 
Affirmative action is demanded here simply because 
traditional methods of operating have proven to be 


inadequate. 


The reasons for the French Canadian's reluctance to 
move to the Head Office or, for that matter, to join the 
Division in the first place, are at least tentatively 
explained by the research data, and some generalizations 
may be usefully made here. The methods currently used 
in recruitment and career development, and indeed the 
very organization structure and climate, may be producing 
the conviction among French Canadians thatthe Taxation 
Division is unconcerned about their personal capacities 
and needs. The evidence suggests that such a conviction 
would not be far removed from reality. French Canadians 


are, from the very beginning of their careers in the 
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Taxation Division, required to make serious adjustments 

to conditions that run counter to their own dispositions. 
Progress to the higher echelons, indeed their very survival, 
is dependent upon their socialization in a work milieu 
dominated by the English language and English-speaking 
personnel. The fundamental inequity for the French 
Canadian is, that while he must be able to work in English 
in the Head Office, and to learn English to get ahead in 
the District Office, similar demands are not placed on the 
English Canadian, The latter may begin his career at the 


very lowest of echelons and end it as Deputy Minister with 


little or no comprehension of French. 


While the regional offices provide French Canadians 
some opportunity to satisfy their social needs through 
the use of the French language and an interaction with 
other French Canadians, such is not the case in the Head 
Office. French Canadians as a group join the Taxation 
Division with skills and backgrounds, and experiences 
substantially different to other ethnic groups. Formal, 
uniform, career development policies and programs which 
fail to recognize these differences only increase the 
French Canadiants disenchantment. It is therefore possible 
that French Canadians, in making the necessary adjust- 


ments also became anxious and insecure and are therefore 
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likely to be restrained and uncommitted. Recently, an 
increasing number of qualified French~Canadiar employees 
of the Taxation Division have been attracted to alternate 
sources of employment where the possibility of need 
satisfaction (economic, social and personal achievement ) 
appears to be much greater. Employers, like the Government 
of Quebec for example, not only pay more but they do not 
make the same rigorous demands for linguistic and social 


adjustment as does the Taxation Division. 


Three credible reasons for the failure of the Taxation 
Division's management to deal concertedly and decisively 
with these problems can be summarized: (1) bilingualism 
and biculturalism is not perceived by the Division senior 
management as having any relationship to the question of 
the Division's effectiveness and administration: the 
principles of consistency and of efficiency (not effectiveness) 
pervade management's thinking and decision-making processes; 
(2) obligations towards bilingualism and biculturalism, as 
a question separate from administration, is relatively low 
on management's perceived list of obligations; (3) the 
policies of the control agencies constrain, or at best, 
do not encourage initiative that could be exercised at 


the divisional or branch level. 
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Radical changes will be required in many areas. In 
addition to appropriate financial rewards, the French 
Canadian must be given the opportunity of working in his 
own language -- in the district offices and Head Office, -- 
and he must be provided a genuine opportunity for promotion 
and personal development. A whole new set of divisional 
policies and programs especially attuned to the problems 
peculiar to the French Canadian are needed. These policies 
will require reinforcement by and support of the broader 
policies of the control agencies and the Federal Government. 
The Taxation Division must develop a recruiting program 
that makes the French Canadian feel wanted and promises 
him equitable opportunity. In an effort to fulfill these 
promises, the Division must design a career development 
program which will stimulate the growth and advancement 
of French Canadians to the higher levels of administration 
and policy-making. Perhaps structural changes will also 
have to be made to permit and to protect the use of 
French in Quebec and in the Head Office. If the French 
Canadian is to be attracted to the Division, committed 
to its policies and mobile in his career, the Division 
must develop the climate, conditions and rewards necessary 


to elicit this kind of involvement. 
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8&8. 
THE ADJUSTMENT POINTS 


This section discusses the areas of formal organization 
which require change and the extent and manner in which 


Change within these areas is possible. 


Structural Change and the F.L.U. Strategy 


A major strategy proposed as a means of achieving 
bilingualism and biculturalism in the Federal Public 
Service, is the French language unit (F.L.U.). The 
description of and rational for the French language 
unit has been thoroughly presented elsewhere and the 
purpose here is merely to tentatively discuss the appli- 
cability of this strategy to the Taxation Division. It 
is suffice to repeat that the French language unit is 
conceived as a means of institutionalizing the French 
language in key Federal Government departments and of 
providing employment opportunities to unilingual French 
Canadians as well as language training opportunities to 
unilingual English Canadians. In terms of our own previous 
discussion, the French language unit would serve well as 
a means of satisfying the social needs of French Canadians 
and of providing a work milieu with a minimum of cultural 


bias. There are three types of French language units: 
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1) the regional multi-functional unit; 2) the central 
(single and multi-functional) unit; and 3) the sub-unit 
clusters. Which of these are workable propositions for 


the Taxation Division, and in which areas? 


The Regional Unit 


All the Taxation Division's four separate district 
offices in the Province of Quebec, (Montreal, Quebec City, 
Sherbrooke and Rouyn,) lend themselves to gradual "unilin- 
gualization". Montreal is the most bilingual of these 


offices and Quebec City perhaps the most unilingual. 


In Montreal, unilingualization would be constrained 
by two main factors: the relatively large proportion of 
unilingual English employees including supervisory per- 
sonnel, and, the present low bilingual capability in 
the Head Office. Given appropriate language training 
measures, many of the present unilingual employees in 
Montreal could become bilingual. Alternatively, they 
could be grouped into English unilingual units within 
the Montreal District Office. However in some respects, 
this type of grouping already exists and it has proven 
to be troublesome. As indicated earlier in the report, 
because of their linguistic limitations the English- 


speaking assessors must be assigned to work connected 
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with English corporations. They thereby obtain better 
experience, because such corporations are usually the 
largest, and the related assessing problems are more 
complex. From the point of view of the equitable distri- 
bution of experience, the conversion of the Montreal Office 
to a French language unit with bilingual capability for 
dealing with its own clientele and with other organizational 
units in the Head Office would seem to be a most appropriate 
strategy. If the larger, more complex assessing jobs were 
reserved for personnel with proficiency in both languages, 
more career development opportunities would be open to 
employees with bilingual skills or to those with the 
willingness to develop them. The bilingual French- 

Canadian personnel would accordingly be rewarded rather 
than penalized, as is the case at the present time. Some 
unilingual English employees in Montreal will undoubtedly 
be either incapable or unwilling to develop the necessary 
competence in the second language and therefore, every 
effort should be pursued to ensure that such personnel 

are otherwise accommodated in the Division; however some 


loss and dislocation will inevitably be involved. 


oL ET, ae ony Ao. naterevao9 ant Pies lh a to eine 
tot tiled Tauynitia dvitw tte ‘oustgen donerd 6 oo |! am 
9 8iito dtkw bre efeitietio sevice va iftitin gntieeb 1) 


otigorngas Jeoin S ed‘od meee ene sani bash eds gt ettey a 
are ado. gabaesens x8 Lqm09 ayom ,wenre! edo TH eters 
sageigan L agod ni yYonetobtorg ddtw fewnnaed pe’? bevisaaat 
od tego ied! ‘bEviow eoks krmatoqqo tretiqo Lawel 19.8280) 9100 
‘etd. débyeeodt od 20 efL bye fewga ht bd fiftiw asoyolLqme ms 
mf pee feuand£td scT merc ao ke vgh- og o costae LLbw 
sodtn ‘Aebaewes, 0" Prec thrngos. biyeow lonnos ‘req ne thenad 
 Batod ‘ok: dneestq ead te eaa0 edt ek os boot Sie Mae 2 
etbaddisofney: Lhiw: feanynol mt apoyo sans idé lms Lewy t fips ’, : q 
vieeaposhy ‘eft goles) od ae k EL wis: yo a idsag ort auton. a 
qrave: Srotteneds baited ogauaas. boos: «itd. a5 rodeqaog 
timioet9q date teat ewe ns od bows 5 ite sd bivors. o108 te ‘ie | 
smog Tevawon inotelyid atts Pee a bogsbomnmes > Be i eee oe 


Bev lon. ad; sebetvecs ES bw aowve fer. bas e20f 


Vile 


It must be noted that the conversion of the Montreal 
Office to a French language unit will present some serious 
staffing: difficulties. Currently, about 10% of the em- 
ployees hired by the Montreal Office are English unilinguals. 
(See again Exhibit 11). Considering the present staffing 
difficulties, these recruits represent a still vital source 
of employees that the Office can ill afford to lose. 
Changes that eliminate this source, or accelerate the 
turnover among unilingual English Canadians now on staff, 
must be compensated for by greater staffing success among 
unilingual and bilingual French Canadians. It is antici- 
pated that the recommended improvements in rewards 
(financial and otherwise) and other conditions encouraging 
to French Canadians would so bolster the competitiveness 
of the Taxation Division in the labour market as to make 


such success highly probable. 


The development of receptive bilingual skills among 
the Head Office employees will undoubtedly pose a major 
problem. The time required for this purpose will neces- 
sarily be lengthy. Although the Montreal Office has a 
certain readiness for change, unilingualization should 
probably begin in the smaller offices in Quebec City, 


or elsewhere, and end in Montreal. This would allow 
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the Montreal Office, and the Head Office to plan for and 
make the necessary, preparatory adjustments. At the 

Same time, the gradual unilingualization of the Quebec 
offices, from the smaller to the larger ones, would serve 


to pace the development of receptive bilingual skills in 


the Head Office. 


The characteristicsof the Montreal District Office 
satisfy the criteria for a regional French language unit 
predetermined by the Public Services Division of the 
Commission. It is large, diversified, and at a significant 
level in the overall departmental hierarchy. Furthermore, 
its director is only one step below the Assistant Deputy 
Minister. Nevertheless, it suffers from the weaknesses 
inherent in most regional units of the Federal Government 
departments; it is removed from the power centre of the 


Division. 
The Central Unit 


There are three basic options open in the development 
and designation of French language units in the Division's 
Head Office. First, one or more of the Head Office branches 
could be designated as unilingual. Second, one or more of 


the Head Office branches could be split along linguistic 
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lines. Third, one or more selected sections within each 
of the branches could be designated as unilingual or 


otherwise split into unilingual units. 


The first two options, which contemplate the formation 
of unilingual units up to the level of Branch Director, 
present an almost formidable array of difficulties; the 


third option offers a unique opportunity for experimentation. 


Designating Existing Units as a F.L.U. 


Except for the Planning & Development Branch and the 
Inspection Branch, both of which operate with some degree 
of independence from other Head Office Branches, the inter- 
dependence among Head Office Branches is generally strong. 
The designation of any one of the Legal, Assessments, or 
Administration Branches as a French language unit would 
create for that Branch serious problems of communication 
with the other two. Most of the work input and output 
of these Branches would still be in the English language 
and the probability of French developing internally as 
a working language would be extremely remote. Furthermore, 
overwhelming difficulties would be encountered in dealing 
with the district offices. In the case of the Inspection 


Branch, contacts with English-speaking district offices 
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would make the use of French extremely difficult, for 
here again, the work input and output would be predomi- 


nantly English. 


Splitting Existing Units into. “lwo Separate Language Units 


The wholesale, nondiscretionary splitting of Head 
Office branches along linguistic lines could hardly be 
justified under any circumstances. Many of the sections 
in these branches are already small; the duplication of 
these sections by separate linguistic groupings, one for 
English and one for French, could not be supported on the 
basis of existing work loads. The volume of work that would 
be involved in the French language unit in serving either 
the French language district offices or other French lan- 
guage units in the Head Office would be minimal. In many 
instances, as a consequence of the duplication, additional 
personnel would be required within each of the units to 
round out the skills and functions previously available 
in the one unit. The resulting inefficiency would offset 
the advantages gained in other respects. Moreover, many 
of the sections within the Head Office are responsible 
for the development of policies and procedures which, 
for reasons of consistency, must continue to be developed 


centrally by one unit. The tax collection function with 
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its emphasis on uniformity, could not tolerate the 
development of separate policies by separate units. In 
some cases, the need for communication between two sections 
of a common function but of separate linguistic groupings 
would be so intensive as to threaten the authority struc- 
ture within the French language grouping. Finally, in 

many respects, the resultant organization created by a 
linguistic division would be lopsided, the French unilingual 


unit being comparatively small and powerless. 


Selective Unilingualization 


The third option is based on the belief notion that 
the French language units will be more viable if their 
designation and creation respect the work-flow paths 
within the Head Office and between the Head Office and 
the districts. Selective unilingualization is an attempt 
to recognize the functional interdependence of organization 
units within the Division. Essentially, this option en- 
visages the formation of French language organization 
units in the Head Office at centers along the work-flow 
paths which currently or potentially carry a reasonable 
volume of work in the French language. It also recognizes 


the Taxation Division's need for a functional organization 
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and protects it against artificial, lopsided regionalization. 
Presently, the Division's Head Office is organized by 
function and by area, that is, the organization units of 
the Head Office that work with, provide assistance to, or 
control over the district offices are often subdivided by 
region when the volume of work input from the regions 
warrants such an organization. For example, the legal 
Branchts Appeals Sections are organized this way (one 

for Quebec), as is the Special Investigations Section 

in the Assessments Branch (one for the East). Both these 
organization units have an immediate potential for uni- 
lingualization. Other centres along the work-flow paths 
might be similarly discovered. For imavance: the Review 
Section (Assessments Branch) which is currently organized 
by taxpayer types might be reorganized by language and 
taxpayer type in order to facilitate the development of 


unilingual networks. 


There are a number of units which, by virtue of their 
function and communication patterns, will be responsive 
to the French language unit strategy. However, the 
objective should be to develop a network of mutually 
supportive unilingual centres, boud together by a common 


work-flow path, and reinforcing one another through a 
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common linguistic input and output. As part of the 

option, the supervisors of these unilingual centres 

(either sections or groups) would have to be bilingual, 

as would be the branch directors or assistant directors 

to whom these supervisors would report. Clearly, this 
Option does not necessarily guarantee career opportunities 
in the French language up to the level of branch heads. 
However, there are few options that can make this guarantee. 
In all schemes, there will undoubtedly be some bilingual 
gaps through which a French Canadian will be required to 
pass. Indeed, an individual's progress to the higher 
levels would be contingent upon his development of bilingual 


skills. 


This study did not collect the data necessary to 
allow for a firm, definitive conclusion about the workability 
of the French language unit in the Taxation Division's Head 
Office. Preliminary analysis suggests that modified, se- 
lective French language units, which are based on inherent 
task relations of the Division's organization units, have 
a reasonable chance of success. A failure to organize 
these language units on this basis would create a general 
stress in the organization and would produce very serious 


problems of coordination among the units; groupings designed 
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by solely linguistic considerations would run counter to 


more natural groupings dictated by task requirements. 


A regrouping and reorganization of Head Office 
functions may assist in differentiating French language 
clusters with wider organizational boundaries. For ex- 
ample, certain units within a Head Office branch may now 
have more intensive relations with units outside of the 
branch than it has with units with in the branch. If 
this is so, there may be a possibility for a self- 
contained language grouping composed of a number of sub- 
groups organized under separate branches. A formal 
cluster of this kind would help maintain the integrity 
of the French language unit's individual constituents. 
Further study will be necessary to determine more exactly 
the functional Roverde conden ae of Head Office units. The 
study will have to include a detailed examination of work 
and communication input and output, their nature and 


frequency. 


Other Structural Changes 


As an alternative to, or coincident with, modifying 
the structure of the Head Office units in accordance with 


the French language unit concept, it might be possible 
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to deconcentrate some of the present Head Office functions, 
that is, to decentralize activities to the district level. 
This would be done primarily to increase the scope of 
career opportunities now available to the French Canadian 
from the Quebec offices, and would involve appointing from 
these offices representatives to act on behalf of Head 
Office. These representatives of the Head Office would 

be located in Montreal and might, in aggregate, constitute 
a mixture of line and staff functions. The Head Office 
units that could lend themselves to this kind of decon- 
centration include the Legal Branch, the Inspection Branch, 
and the Personnel Section. The district components of 
these Head Office units would perform the same functions 
now being performed in the Head Office and would work on 

a regional basis dealing only with the district offices 

in Quebec and perhaps other selected eastern areas. 

This field office would work closely with the district 
offices but would be independent of district office 
authority. This would be necessary to ensure both the 
integrity and objectivity of such field representation. 
Conceivably, the isolation of these field offices from 

the Head Office might constitute a serious drawback in 
communications. Uniformity in policy would be more 
difficult to maintain, thus making it necessary to 


exclude policy-making units from the scheme. 
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The field office would not serve as an intermediate 
level between the District Office Director and the Deputy 
or Head Office branch directors. No new level of authority 
is contemplated here at all. Under the present authority 
and communication patterns such a level would only bring 
together powerless aggregates; fundamental authority and 
influence channels would still connect the Deputy and 
his Head Office directors directly with the District 
Director and his immediate subordinates. The chief ad- 
vantage of this field organization is that it could be 
used as a first step in improving the mobility of French 
Canadians and in the training of French Canadians for 
eventual moves to the Head Office. This advantage would 
apply more especially to the personnel located in the 
district offices outside Montreal, who might be more 
reluctant to make career moves to Ottawa without a 


transitional period of training. 


General Staffing 


All attempts to further adjust the Taxation Division 
to bilingualism and biculturalism must be preceded by 
the development of an appropriate manpower plan. Such 
a plan will have to be developed in light of government 


and control agency policies and it must be integrated 
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with the structural changes made. The main purpose of 

the manpower plan, as related to bilingualism and bicul- 
turalism, would be to set the stage for short, and for 
long-run programs for the continuous staffing of the 
organization with French Canadians and English Canadians 
with bilingual skills. The plan would include an analysis 
of skill levels among French Canadians new in the organiza- 
tion, the identification and designation of bilingual posts 
in the district offices and Head Office and it should in- 
clude the assessment of the linguistic skills among present 
and potential management personnel in both major ethnic 
groups. Like most manpower plans, it would also include 


an analysis of both current and expected vacancies. 


Manpower planning would be interrelated with recruit- 
ment, current development and other personnel administration 
processes, and it should set the tone for activities in 
these areas. The plan should indicate what numbers of new 
recruits will be required and what training and development 
of present staff is needed. The plan should include broad, 
flexible, but explicit objectives for French-Canadian 
participation, and for the bilingualization of English- 
Canadian employees. As part of the general manpower plan, 


monthly or quarterly reporting of the number of French 
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Canadians and bilingual English Canadians employed in 
each occupation classification and organization unit, 
should be developed to provide management and external 


agencies with the necessary statistical data. 


Recruitment 


The practices used in recruiting French Canadians 
for the Taxation Division have improved considerably in 
the last few years; nevertheless, the problem of under- 
participation persists , Ag. indicated earlier, recruit- 
ment is only one of the many processes in personnel 
administration. It is dependent on, and related to, 
such other problems as training, career development and 
remuneration. Therefore, changes in these other areas 
must precede changes in recruitment before noticeable 
improvements will be brought about. However, some | 
possible changes in the recruitment area may still be 


explored. 


First, the Taxation Division should consider devedoping 
a summer fellowship program, a program, which would give 
university students opportunities for summer employment 
at competitive salaries that would more than cover their 


university tuition costs. A program of this nature might 


tastier bas. susmogeaem obivorg od beqolowab od. ‘one 
eted: Aeobteiiote Vissaeoon add cddttw sional i 


u hes 


7 Cae a ; 1a 
" iinieliiaaiiko done! -galtiyrer nt ‘Seen eeobtoetg ett 


Dee 0s eae AMhdisrsbs2s09 ‘bavotgnal event: aotiived nolssxat. ole “ot 


; | ctilbnar Ye od dora odd ,saetenisso'ven ;yerx00y wet teal ete 
; sobirey | tobliee beteatbat aA Bin tereq notteqtaltaed 


Sefinoeted nk aeaeeoorq ynem eft to eno vine of rerem 
(ow begetor bra | n0 Sue brags b at st Moise te Laas 
‘bas dasingoleves- teers. (gitinters es emaldorg sonido Move 
aworta nwidto seeds -at eegraio (siotensdT .notdsrsnumen 
o ftiqea.tdon. oroked ‘Uaomd turoe at .esgnsio shécour vow 
oniee exevewoH etdode ddguond od Litw etnanevorgnt | 
‘ad fPide YSO pete Inemtinvwe: eit mf eaqaesis vidieooq | 


. SetoLaxe 


> 
) — 


i) 


Mnigaddvel vebtano blvete mate tvid HholiexsalT add , cary | 
aviv Bbinww doedw lieet sme 01%" qiiewollet temmnge o 
Spies Lijme mentees Bs ‘apis tnudrog¢o edie buge cienevEnw 

‘tipiy saves nade ortoim Blow tats “ernetas evisiceout 

Ni digin ocutin nid 20 merge A .eteoo noleiid votes 


\) 
oak SY oth : ap Y he 


103. 


be difficult to institute because of the minimum number 
of positons in the Division in which students can be 
gainfully employed during the summer months. Given the 
seasonal work load of the Taxation Division, an effect 
would have to be made to seriously seek out and organize 
jobs within the Division in which students could be 
productively employed. 


Second, as an alternative to the first proposal, 
the Division should explore the possibility of entering 
into cooperative arrangements with the universities along 
the lines of the programs now run by Waterloo and 
Sherbrooke; this would - mean that students would 
be required to work for six months in the Taxation Division 


and study for six months at university. 


Third, the Division should explore the possibility 
of entering into a cooperative recruiting and/or training 
scheme with the Province of Quebec for categories in 
which there is now a short supply or a need for upgrading 
in professional competence. This cooperative scheme might 
be extended to include the establishment of public adminis- 


tration institutes at any number of the universities. 
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Fourth, the Taxation Division might profit by more 
aggressive recruiting on the part of the Division's 
district personnel officers at English-speaking univer- 
sities in Montreal for work assignment in Toronto, and 
elsewhere. At the present time, there appears to be 
little cooperation at the district level between per- 
sonnel officers. The English language universities in 
Montreal are a virtually untapped source for English- 
speaking candidates with a higher potential: for bilingual 
skills. Subsequent intensive language training, of 
English-speaking university graduates hired in Montreal 
from these sources, would help to accelerate the develop- 


ment of the Taxation Division's bilingual capabilities. 


Fifth, more attractive public relations materials 
emphasizing career development opportunities within the 
Division for university graduates and professionals should 


be prepared with the French Canadian specifically in mind. 


Career Development 


The area of career development for senior and 
professional personnel represents the greatest potential 


for change in the Taxation Division. 
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First, a program of pre-training for all senior 
and professional bilingual posts in the Taxation Division 
should be established. This would involve: 1) clearly 
specifying the skill requirements for adequate performance 
in such positions; 2) determining which of the Taxation | 
Division employees have the potential to fill such positions; 
and 3) developing schemes designed to train interested Sane 
didates in advance. This training might be given to the 
employees partly during the workday and partly on the 
employees! own time. The actual training might be given 
internally by the Division's own personnel, externally, 
by the Civil Service Commission or by the universities, 
or by a combination of all three. The principle of 
selection by competition need not be eliminated. Com- 
petitions could still be used to select candidates for 
the training program, and competitions could, of course, 
continue to be used for promotion purposes. As a tactical 
approach, such training should begin with the senior po- 


sitions in the Head Office and expand to successively 


lower levels. 
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Second, a program of extended visits or, a modified 
system of developing regional experience should be launched 
on a Division-wide basis. This proposal envisages senior 
French-Canadian officers from all of the Quebec offices 
paying extended visits, up to three months or more, to 
other offices within Quebec, the Head Office, and else- 
where in the Division. The objective of this plan is to 
encourage an exchange of views at the District level and 
so expose French Canadians to the Head Office and other 
offices as a prelude to moves on a more permanent basis. 
Similarly, English-Canadian personnel from non-Quebec 
offices might profitably visit the Quebec offices; as 
part of this scheme district offices might be encouraged 
to develop expertise in certain areas of district office 
administration through formal study groups and other 
means. The expertise so developed might be made available, 
on an ad hoc basis to other district offices, and so pro- 
vide the personnel involved with opportunities for wider 


regional experience and exposure. 


Third, the Taxation Division should approach the 
professional accounting bodies (Certified General 
Accountants Association, and the Society of Industrial 


and Cost Accountants) and other groups with the aim of 
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obtaining their cooperation in accelerating the accounting 
training of Taxation Division employees studying for pro- 
fessional certification? Shorter programs of a more 
intensive nature might be possible. Lower standards could 
be avoided by offering employees the opportunity for some, 
full-time instruction. Currently, professional certifi- 
cation by the C.G.A. group, for example, requires about 


five years of part-time evening study. 


Fourth, alternatively, the further introduction of special 
certificate programs in accounting, especially designed 
for the Taxation Division, might be explored with the 
professional associations or with universities. Such 
programs would emphasize the skills of special importance 
to the Taxation Division, such as auditing. These programs 
would serve to augment the training received by university 
Commerce graduates without requiring them to go through 
an extended period of part-time study after graduation 


to earn regular certification. 


Fifth, the policies and procedures used to administer 
promotion competitions should be clarified. The weight 
of the various selection factors for all positions should 
be made known to employees even before the selection 


board meets. The selection board itself, even for 


15. Although some co-operative arrangements is known to have 
already been concluded with S.I.C.A., further probings 
and explorations are advocated here. 
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competitions which are administered by the Head Office, 
should always include French-Canadian representatives, 
in particular the directors of the district offices in 
Quebec. In addition, the possibility of the Head Office 
devolving more authority to the district offices in 
promotion competitions should be explored as a means of 
improving personnel administration skills at a regional 
level and of developing a more favorable climate for 
promotion competitions. In general, every effort should 
be made to spell out in detail all the policies and 
procedures covering promotion competitions. Merit, of 
course, should continue to determine the final selections 
in promotion competitions and this should also be made 


explicit in the policies. 
Financial Remuneration 


The adjustment objectives for the Division will 
require the reinforcement of an improved system of remu- 
neration. Present incentives are not coincident with, 


or supportive of, bilingual and bicultural adjustments. 
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First, along with other Government departments in 
the Civil Service, the Taxation Division should introduce 
a substantial bonus for bilingualism. This bonus could 
be paid to all personnel possessing bilingual skills, or, 
only to bilingual personnel on jobs requiring bilingual 
skills. The first, more widely applied incentive would 
be more costly, and it would have no bearing on the actual 
needs of the Division. The second alternative would base 
the bonus system on a recognition of the skill requirements 
of the job. Bonuses might be split according to the level 
of bilingualism required, that is, functional bilingualism 
or full bilingualism. A position requiring a fully- 
bilingual incumbent would have a larger bonus. Bonuses 
could be added to the base salary for any single classifi- 
cation or, alternatively, it might be added on a percentage 
basis (10%, 15%, etc.) to the salary of the incumbent, 
regardiess of his level within any classification. In 
all cases, bilingualism should be worth more at the more 
genior levels. Clear definitions of functional and full 
bilingualism and supporting tests of proficiency (valid 
and reliable) must be developed if the effectiveness and 


integrity of the bonus scheme is to be maintained. 
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Second, as a means of encouraging participation 
in Head Office competitions by all personnel, but es- 
pecially French Canadians, a mobility incentive should 
be built into the present salary structure. This mobility 
incentive could take two forms: the incumbent, on moving 
to the Head Office, might be given, in addition to his 
moving allowance, an allowance for re-settlement purposes. 
This would represent a large percentage of his salary and 
might be spread over two to three years subsequent to 
his move. Alternatively, all jobs in the Head Office 
to which employees in the district offices might con- 
ceivably move, should be placed in higher salary ranges, 
even though the job content and the qualifications required 
might be identical to the equivalent job in the District 
Office. This incentive would clearly violate the principle 
of equal pay for equal work; however, this principle has proven 
to be unrealistic in that it fails to account for different 
regional conditions of supply and demand. The Division 
is now having difficulty in attracting personnel to the 
Head Office from the urban centres with high labour demand. 
One of the main reasons for this difficulty is the relatively 
small salary increments normally associated with moves from 
the districts to the Head Office. The mobility incentive 


would make such moves more attractive in terms of money. 
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THE ORGANIZATION OF CHANGE 


Dealing With Employee Reaction 


To be effective, even in the quasi-coercive context 
of the Civil Service change will require a high level of 
acceptance. The acceptance of change in the Taxation 
Division will depend, to a large extent, on how the 
employees perceive this change in terms of its effect on: 

1) their present and potential status within 

the Division; and 
2} the operation and administration of the Taxation 


Division. 


It should be expected that employees (French and 
English Canadians) will be greatly concerned over what 
the proposed changes can mean to their future, and 
therefore, every effort should be made to minimize this 
concern. In addition to clearly enunciating the goals 
of the bilingual and bicultural adjustments within the 
Division, an attempt should be made to spell out in 
detail the changes that will be required of personnel 
and how the Division (Government) proposes to help the 
employees make these changes. The policy revisions 


proposed are not self-enforcing. They represent a sharp 
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contrast with past practices and some resistance can 

be expected regardless of plans to minimize concern, to 
limit dislocation and to clarify the direction of the 
program. If, as suggested by some of the data, there is 

a somewhat greater readiness on the part of French 
Canadians for change, this should provide a facilitating 
or a sustaining force and counterbalance to the resistance 


that might be generated among English-speaking employees. 


Given senior management's present emphasis on control 
and its predisposition for efficiency, adjustments toward 
fuller expression of bilingualism and biculturalism in 
the Taxation Division will be more readily accepted if they 
are not perceived as reducing either control or efficiency. 
Positive themes, extolling the virtues of bilingualism 
and biculturalism in pragmatic terms should be used. For 
example, the position taken earlier in this report with 
respect of the importance of French-Canadian participation 
in the Head Office for the overall effectiveness of the 
Division in Quebec might be profitably used to promote 


acceptance. 
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Directing, Co-ordinating and Monitoring 


Bilingual and bicultural adjustments within the 
Taxation Division must be directed, coordinated and 
monitored by a central group. This group should have a 
high formal status within the Division and good communi- 
cation and influence links with the Head Office branches 
and the district offices as well. In addition, it should 
be free of the day-to-day line operating problems and so 
be in a position to play the somewhat detached, neutral 
role of arbiter. None of the organization units in 


the Head Office now meet these requirements. 


Bilingual and bicultural adjustment, as a process, 
is inter-connected with other processes in personnel 
administration, Responsibility for these processes is 
now widely diffused throughout the Division. No one, 
high ranking unit gives exclusive attention to this area. 
The Personnel Section of the Administration Branch hasn't 
the requisite authority, influence or resources. For the 
longer term, a Personnel Administration Branch should be 
established to dewelop, maintain and coordinate manpower 
planning, recruitment, and career development throughout 


the Division. Eventually, such a branch would also be 
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made responsible for directing, coordinating and monitoring 
the bilingual and bicultural adjustments of the Division. 
Properly staffed, it would help the Division to develop 
fuller competence in the area of Personnel Administration, 
and it would prepare the Division to accept the further 

| devolution of authority over personnel problems by the 
Civil Service Commission. If the question of bilingualism 
and biculturalism were entirely disregarded, it could be 
argued that in an organization with approximately 5800 
employees, so dependent on a constant intake, development 
and mobility of its human resources, that a more consistent, 
high-level central direction of its personnel policies and 


programs is necessary. 


For the short term, a special task force of key, 
influential personnel in the Division, including perhaps 
the Deputy Minister himself, one or two Head Office 
Directors, and an adequate representation of senior 
French-Canadian officials including possibly one or two 
district directors from Quebec, should be formed to deal 
with bilingualism and biculturalism in the Taxation Division. 
The responsibilities of this task force would be to make 
within the context of government and control agency policies, 


detailed studies of the problems arising from the adjustment 
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to bilingualism and biculturalism the means to overcome 
them. The work of the task force might be extended to 
include the preparation of the Divisionts first master 
manpower plan. In any case, the work of this ad hoc 
group should lead to a clear, unequivocal statement of 
objectives and means relating to the development of 
bilingualism and biculturalism in the Taxation Division. 
Some of the members of this task force might eventually 
become members of a new Personnel Administration branch. 
Provisions for such continuity should be planned in 


advance. 


Timing of Implementation 


Unless the implementation of the changes suggested 
by this study is extended over a relatively long period 
of time, the Taxation Division will be subjected to 
intolerable pressures. Studies by the proposed task 
force should give some attention to the question of a 
schedule for implementation. Such factors as available 
manpower suppileés, effects of policy changes on the 
competitiveness of the Taxation Division in the labour 
market, training needs and training time required, and 


attrition rates, will all have to be closely examined. 
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Premature changes or accelerated schedules unrelated to 


the realities of the environment and internal resources 


will do irreparable damage. 


EXTRA~DIVISIONAL IMPERATIVES 


aT etek tener cre enase san sR 


Almost all the changes proposed for the Taxation 
Division will require a well-integrated, supporting 
framework of government and control agency policies. 
Indeed, most of the proposals would seem to require 
parliamentary legislation and/or orders-in-council on 
a Civil Service-wide basis. Since this report has not 
treated evidence developed elsewhere by the Commission, 
generalizations for the Civil Service as a whole would 
be perilous. However, a number of perhaps obvious points 
may be usefully summarized here. First, because of the 
inertia within the Taxation Division, external direction 
and follow-up of a bilingual and bicultural adjustment 
by a central agency will be required. Second, increases 
in the Taxation Divisionts establishment will be necessary 


for greater flexibility in career development programs. 
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This will require modification in the control dominated 


thinking which has thus far prevailed in the control 
agencies, especially the Treasury Board. Third, the 
proposed changes in the system of financial remuneration 
assume a radically different outlook and perhaps a whole 

new set of principles and guideposts for wage administration. 
Fourth, more and better language training facilities will 
have to be provided by the Civil Service Commission. 

Finally, translation services of the Secretary of State's 
Department will require major wholesale improvement and 


integration with departmental operations. 
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APPENDIX A 


THE HEAD OFFICE: FUNCTIONS AND CLIENTELE 


THE ASSISTANT DEPUTY MINISTER 


The Assistant Deputy Minister shares a number of duties 
with the Deputy and substitutes for the latter as riiauher 
In concert with the branch directors, the Assistant Deputy 
works on complex, non-recurring problems. For instance, at 
the present time the Assistant Deputy Minister is working 
on the Canada Pension Plan and is generally overseejng the 
Division's adjustment to it, Although the directors in 
the Head Office and district organizations are responsible 
directly to the Deputy Minister, they may refer to the 
Assistant Deputy Minister certain matters in which he is 
either currently involved, or has special expertise. 
Generally, he is less involved in organizational and personnel 
problems and more involved with matters at the technical 


Level than is the Deputy Minister. 


THE LEGAL BRANCH 


a eel 


This branch is the legal advisor of the Taxation Division. 
In cooperation with the Justice Department it handles all 
the legislation for the Division (Crown) with respect to 
assessment (appeals and enforcement) and collection, and 


it provides legal rulings and opinions to the Assessment 
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and Administration branches. The Branch is organized into 
sections which correspond to the main functions of the Branch: 
appeals, enforcement, advisory and registration. All of 


these sections report to the Director through his assistant. 


The intra-divisional contacts of this branch include 
the two main Head Office Branches (Assessments and Adminis- 
tration), and the District Offices. The clientele of the 
Branch includes the Finance Department, the Justice Depart- 
ment, taxpayer's corporations, (individuals and estates) 


taxpayers representatives, lawyers, and accountants. 


Appeals Sections 


There are four Appeals sections organized along regional 
lines; one for Toronto, one for all Quebec, one for the 
Maritimes, Manitoba and all areas in Ontario excluding 
Toronto, and one for Saskatchewan, hy enteeane British 
Columbia. These sections deal with appeals involving income 
tax, estate tax, and succession duties. The appeal procedures 
are usually quite involved. Any taxpayer (corporation, 
individual or estate) under the terms of legislation may 
file an objection to an assessment at the appropriate local 
district office. The objection is reviewed by the District 
Appeals Sections (Assessments Branch), and a settlement may 


be reached either by the district office's reduction of the 
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assessment or by the taxpayer's withdrawal of the objection. 
The Appeals Sections of the Head Office Legal Branch become 
involved only in those cases which cannot be settled at a 
district level. In this event, a second review is conducted 
by the responsible appeals section and a judgement is then 
made as to whether the objection should be allowed. ‘A 
taxpayer may appeal the declination of his ob jection toa 
Tax Appeal Board and a further appeal from the decision of 
that Board a be made to the Exchequer Court and, finally, 
to the Supreme Court of Canada. The Taxation Division is 
represented at the Tax Appeal Board hearings by one of its 
own lawyers. However, cases taken to the Exchequer Court 
are the responsibility of the Justice Department, although 


Taxation Division lawyers or outside agents may assist. 


Enforcement Section 


Enforcement activities of the Legal Branch involve 
prosecution of offenses under the Income Tax Act. Such 
cases are normally instituted by the district offices and 
referred to the Enforcement Section after the considered 
review of the Special Investigations Section of the Head 
Office Assessments Branch. Lawyers of the Enforcement 


Section are not themselves allowed to prosecute criminal 
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cases before the courts, but they advise and collaborate 
in the preparation of such cases with local lawyers appointed 
by the Justice Department who act as Federal Government 


t 
agents in these matters. 


Advisory Section 


Lawyers in this section render opinions and answer 


questions of interpretation on civil matters raised primarily 


by the Assessment and Administration Branches. Most of the 
referrals to the Advisory Section are made through the 
Technical Section of the Assessments Branch. The Advisory 
Section has the additional responsibility of preparing 
Regulations under the acts administered by the Division. 
Drafts of the Regulations are prepared in committee with 
representatives of the Technical Section, Assessments Branch, 
and submitted to the Deputy Minister of Taxation, the 
Finance Department and the Department of Justice for review 


and approval prior to submission to the Cabinet. 


Registration Section 


This section, unrelated in any direct way to other 
Legal Branch activities, is responsible for the administrative 
function or reviewing applications for the registration of 
pension plans, retirement savings plans, profit-sharing 
plans, and supplementary unemployment plans. Contributions 
to such plans are allowable for tax deduction only if the 


plans have been duly registered. 
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THE ASSESSMENTS BRANCH 


i ree tnd 


The Assessments Branch is responsible for interpreting 
the acts under which assessments are levied, for determining 
policies, procedures and programs designed to insure that 
assessments will be uniformly handled in all areas and for 
providing advice and research assistance to the districts 
on technical assessing matters. This branch also reviews 
district assessments and assists the district offices with 
investigations of taxpayers suspected of income tax violation. 
It is organized into seven separate sections. Four of these, 
including Organization & Training, Operations & Development, 
Special Investigations, ora Estate Tax report directly to 
the Branch Director; the remaining three Technical, Review, 
and Provincial & International Relations are grouped 


together under the Assistant Director. 


Organization & Training 


This section is primarily involved in the review of 
Head Office Assessments Branch establishment proposals and, 
similarily, for the review of assessment establishment 
proposals of the district offices and of the Taxation Data 
Centre. It is also responsible for developing related | 
organizational patterns, directing the preparation of work load 
statistics to determine assessing staff requirements, and 


for carrying out job analyses for classification purposes. 
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It is responsible for identifying training needs in assess- 
‘ments. and for assisting the districts in carrying out 
training programs. The training activities of this section 
are, generally, of a technical variety. Finally, the Or- 
ganization & Training Section reviews policies and develops 
new proposals with regard to promotions, reclassifications, 
transfers, accelerated increases, and staff appraisal. Con- 
tacts are made and maintained by the personnel of this staff 
with the district chief assessors, the district training 
officers, and other Head Office section supervisors. It 
also deals with the Personnel Section in Head Office and, 


ocassionally with the Treasury Board, in matters of clas- 


sification and establishment proposals. 
Operations © Development Section. 


The responsibilities of this section are divided among 
three basic groups. The Programmes & Procedures Group is 
responsible for recommending improvements in the district 
offices’ reassessing programs and solutions to related 
problems, for evaluating and disseminating information on 
work selection methods and audit techniques, for suggesting 
post-audit programs and for developing performance standards 
and statistics for management purposes. It is also responsible 


for studying and simplifying district office internal 
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procedures, maintaining the Assessing Manual and related 
procedural instructions and for the initiating and control- 
ling of new forms and revisions to the existing ones. The 
Systems Analysis Group has, since the inception in 1961 of 
the computer in the Taxation Data Centre, studied the 

systems and procedures of the Head Office Assessments 

Branch with a view to identifying those suitable for application 
to the computer. As part of its responsibilities in this 
area, it designs the related procedures and prepares the 
written instructions. Finally, the Operations Research 
Group establishes work selection rules to maintain a balanced 
reassessing program in the district offices; also, this group 
applies operations research techniques to the study of 


problems related to the management of reassessing programs. 


In the process of performing its responsibilities, the 
Operations & Development Section deals with the district 
office assessing personnel, the Inspection Branch, and the 
Data Centre; it also consults with national organizations 
to arrange for information to be supplied by them to tax- 


payers to support taxpayer claims for deductions. 
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Special Investigations Section 


The Special Investigations Section develops sources 
of data for future use and investigation and informs the 
district offices of the information available. It prepares 
fraud investigation cases of national and international 
proportions and assists the district offices in conducting 
major or complicated investigations. It reviews the ap- 
plications of the district offices for search warrants, 
studies recommendations for prosecution or imposition of 
penalties: and it reviews the reports of special investi- 
gations in progress in the district offices. The review 
function of this section is organized into three groups: 
Western, Central and Eastern. It deals extensively with 
the district offices, especially the Special Investigations 
Sections and it maintains a liaison with, a variety of 
Canadian enforcement agencies and also with foreign income 
tax authorities, especially the U.S. Internal Revenue 
Service. Contacts with the latter arise out of the inves- 
tigation of suspect taxpayers with operations in both 


Canada and the U.S.A. 
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Review Section 


The work of this section is organized into taxpayer- 
type categories: oils and mines, manufacturing, profes- 
Sionals, individual employees, etc. Reviews of the assess- 
ments of the district offices and the Data Centre are con- 
ducted on a test basis in an effort to ensure that the 
Income Tax Act and related regulations and instructions 
are uniformly interpreted and applied. This section is 
also responsible for providing both advice and assistance 
to the district office review..sections and generally over- 
seeing the quality and efficiency of their work. Direct 
assistance is usually given to the smaller offices working 
on large files, or to larger offices working on the audit 
of national or international organizations. The Section is 
frequently called upon to provide opinions or decisions on 
assessing matters which have been referred to the Head 
Office from the districts. The matter may either involve 
questions of concern to the districts or disagreements 
between taxpayers and the district offices. On a formal 
basis, this section deals with the district offices and 


with the taxpayer or his representative. 
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Technical Section 


a dn rd 


This section, composed mainly of highly technically 
qualified personnel, is responsible for studying the decisions 
of the Head Office Appeals Sections, the Tax Appeal Board, 
the courts as well as the recommendations of district | 
offices or Head Office personnel for the purposes of 
effecting the changes needed in the legislation and 
regulations, and in the assessing guides and instructions. 

The Technical Section is also required to furnish advice 

and information to the review sections and other units of 

the district offices about income tax interpretations not 
covered by current rulings. It maintains a liaison with the 
Head Office Appeals Section, particularly in the case of 
involving assessing policy or practice. It deals with requests 
made by the Head Office review sections or by the district 
offices for opinions of the Legal Branch. Finally, it works 
with the Advisory Section of the Legal Branch, the Finance 
Department, and the Justice Department, in connection with 


changes in legislation and regulations. 


Provincial & International Relations Section 
aa pen TL TA TT A Le 


This section was established in 1961. It consists of two 
men only the supervisor and his assistant. All the work 


of this section arises out of the Dominion-Provincial tax 
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collection agreements and from tax treaties negotiated with 
other governments. This section directly assists the 
Finance Department in negotiation and drafting of inter- 
national treaties and it studies the assessing problems 

that develop in their application. Requests be rbnasen 
countries, or by Canada, for new tax treaties are first 
handled at the diplomatic level by the Department of External 
Affairs. The Finance Department then assumes responsibility 
for the drafting of the treaties in negotiation while the 
Taxation Division plays a supporting role. In addition to 
the regular contact with the Department of Finance, the 
Provincial & International Relations Section has some con- 
tact with other Federal Crown Corporations, e.g. Polymer, 

in connection with the taxation of their activities abroad. 
At the international level, constant liaison is maintained 
with the local, posted representatives of the U.S. Government's 
Internal Revenue Service. This liaison is necessary because 
of the large number of individual corporations with revenue 
generating activities in both countries. Most of this 
section’s contact at the provincial level is with the 
Province of Quebec. Contact with ounned has become more 
frequent and involved in recent years because of a general 
acceleration in the opting-out legislation of the Federal 


Government and the resultant need for detailed planning and 
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integration of the program administered separately by the 
two levels of government. The tax collection agreements 


with other provinces do not necessitate very much contact 


at all. 


Estate Tax Section 


EE TESOL LEST ADE EI SEE EE ED 


The Estate Tax Section operates quasi-independently 
of the other sections and for the purposes of estates tax 
assessment; it assumes responsibility for the full range of 
functions which, in income tax assessments, are divided 
among a number of different see nin It spot-checks and 
approves estate tax assessments made by district offices 
and advises them on specific problems. It maintains 
liaison with the Head Office Appeal Sections on estate tax 
appeals and, on behalf of selected district offices, it 
makes eyaiust tone of securities, businesses and private 
companies for estate tax, gift tax, and income tax purposes. 
Its extra-divisional contacts are limited to the Finance 
department to whom it provides information for carrying 
out provincial agreements. It also provides information for 
taxpayers and their representatives with whom it frequently 


meets to discuss estate tax assessment matters. 
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THE ADMINISTRATION BRANCH 


The activities of the Administration Branch are organized 


under two distinct groups. The first, headed by a superin- 
tendant reporting to the Director of the Branch is the 
regionally-oriented District Office Administration Section. 
The second section, headed by a controller who also reports 
to the Branch Director, is an amalgam of diverse staff 
functions oriented to the Division as a whole. The Head 
Office Services Group and the recently-established Canada 


Pension Plan Group also report to the Director. 
District Office Administration 


This grouping consists of three recently organized 
sections: Computer Systems ; Collections, Technical & 
Operations; and Non-Computer Systems. Most of the personnel 
employed in this area are in the "Administrator" or "Com- 
puter Systems Programmer" classifications. Collectively, the 
three sections are concerned with developing and maintaining 
appropriate control over revenue collected by the Division. 
They bear responsibility for all accounting, collection, 
tax control, tax deduction and non-resident tax procedures 
used in the district offices. In addition, these sections 
study programs and procedures, design computer systems, and 
maintain accounting and other related procedural manuals. 
Although these sections are not the largest in the 
Administration Branch in terms of numbers employed, they 


are generally regarded as being the most important. 
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Personnel, Organization and Financial Services 


These sections, under the supervision of the Adminis- 
tration Branch Controller, provide a variety of administrative 
services to the Division as a whole. The Personnel Section 
implements, administers and recommends changes in the 
Division's personnel policies and procedures. It provides 
general direction to the regional personnel officers, 
maintain liaison with the control agencies and prepares 
personnel manuals. The Organization & Classification Section 
is involved in the review of organizational patterns and in 
the establishment of job classifications across the Division. 
The Financial Services Section prepares estimates, and controls 
day-to-day divisional expenditures; it purchases supplies 
and provides services and advice on office space and office 
equipment. This section deals with other Head Office 
branches and sections and with all the district offices. It 
maintains liaison with the control agencies and deals with 


outside suppliers. 
Canada Pension Plan Section and Head Office Services 


The Canada Pension Plan Section, the most recent 
addition to the Division, develops enforcement procedures for 
the collection of contributions under the recently-implemented 
Canada Pension Plan. For this purpose, constant contact is 


maintained with the Health and Welfare Department. The 
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Head Office Services Group provides the other Head Office 
units with a variety of services which include a central 
registry, a stenographic and typing pool, reproduction 


services, and Head Office supplies. 


THE PLANNING AND DEVELOPMENT BRANCH 
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This branch, perhaps more than any other in Head Office, 
performs a genuine staff function. It is responsible for 
the development of long-range studies and plans, for the 
entire Division. It conducts a variety of research projects 
including studies of tax averaging schemes and tax models. 
The Branch studies trends in the use of manpower, machinery 
and equipment, and other allied subjects. It gathers, 
analyzes, and publishes, statistical information on taxation 
revenues and on the Division's operations. For these pur- 
poses, it is organized into three sections: Computer 


Programming, Research, and Statistics. 


The Computer Programming Section’s responsibilities are 
twofold. It does all the computer programming for the 
> routine operating procedures in Assessments and Adminis- 
tration and designs computer systems and data processing 
programs for non-standard, non-routine functions in other 


areas of the Division. The Research Section's prime 
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responsibility is to deal with the special requests for 
information from outside groups, that is, the public in 
general and other government agencies or departments. The 
Statistics Section is a clerically-oriented operation. Much 
of the work of this section is detailed and mechanical and 
includes key-punching, tabulating and proofing; periodic 


reports and year-end statistics are produced by this section. 


The intra-divisional contacts of the Planning & Develop- 
ment Branch are limited to other Head Office branches. 
Externally, the branch deals with the Finance Department, 
Treasury Board, Dominion Bureau of Statistics, and the 
public. Contacts with the public are irregular and usually 
arise out of enquiries about the Division's computer system 


designs. 


THE INSPECTION BRANCH 


4 


The Inspection Branch has two main functions: to 
conduct a periodic audit of the operations of the district 
offices and Head Office, and to present a report of the 
results to the Deputy so that corrective action may be 
taken through the Head Office Branch directors. The audits 
include a review of records, documents and files and 
analyses of operating statistics, and a discussion with 
pee rating of the management personnel concerned. The 


specific aim of each audit is to determine how effectively 
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the objectives are being achieved, and if planned policies 
and procedures are being followed. The ultimate purpose 
of the Inspection Branchts work is to improve security and 


administration within the Division. 


Inspection activities were originally conducted by 
internal officers attached to the various offices in which 
the inspections were conducted. In 1948, the Inspection 
Branch was organized along its present lines. All 
inspectors in the Branch are assigned to one of three 
travelling inspection groups, each group being supervised 


by a senior inspector who reports to the Assistant Director. 


The Branch conducts two types of inspection: a "full" 
inspection and a "short" one. The full one, lasts anywhere 
from two to four weeks depending on the size of the office 
being audited and is intended to cover comprehensively all 
facets of the office’s operations; the short inspection, 
lasting about a week or a little more, is intended to serve 
a follow-up to the full inspection. A two-day review of 
all reports on full inspections is conducted at the office 
involved, by the Deputy, the Head Office Assessments 
Director, the Head Office Administration Director, the senior 
management of the district office involved, and a represen- 


tative of the Inspection Branch. The short inspections are 
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reviewed at the Head Office with only the district directors 
and the two Head Office directors present. 


The dealings of the Inspection Branch are almost 
exclusively limited to organization units within the. Division 
contacts emerge in the course of the Branch'ts reviews in the 
29 district offices, the Data Centre and the Head Office 
branches and sections. The Auditor General's Department 
constitutes the Branchts only recurring extra-divisional 


contact. 
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APPENDIX B 


THE TYPICAL DISTRICT OFFICE: FUNCTIONS AND CLIENTELE 


THE ASSESSMENTS BRANCH 


The Assessment Branch, headed by the Chief Assessor, 
is responsible for the effective assessment of income and 
estate taxes in the district. The Branch is functionally 
divided as follows: business assessing, field examination, 
desk examination, review and appeals, special investigations 
and estate and gift taxes. . The Assessing Branch does the 
follow-up with the taxpayer on all problems of personal 
income tax returns referred from the Data Beetres Cor- 
porate income tax assessing is handled entirely by the 
Assessing Branch. Work on corporate tax returns are divided 
among sections of the office according to volume of sales. 
For example, large business firms are handled by certain 
sections while medium and small businesses are handled by 
others. The Review, Appeals, and Special Investigations 
Sections are support groups woanonaiere for maintaining the 
quality of assessing, handling taxpayer objections, and 
investigating cases of suspected fraud, respectively. In 
the coareauae their work, the supervisory personnel have 
extensive contact with taxpayers and their representatives 


whic including lawyers, accountants, and auditors. 
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Intra-divisionally, they deal with, and receive advice from, 
their Head Office counterparts. The Chief Assessor is res- 
ponsible for developing each year a tax assessment program 
designed to make efficient use of the anticipated manpower 
level. He refers to, and uses, the reports of the Review 
and Appeals sections in an effort to improve assessing 
standards. Generally, he is resporisible for preparing 
organizational and establishment estimates, for directing, 
reviewing and controlling the work plans of the section 
heads, the local work. load studies, the staff training and 
development plans and for the implementation of Head 

Office policies affecting his Branch. In the area of com- 
munications, the Chief Assessor is responsible for keeping 
Head Office informed of developments in his branch and in 
turn for informing his subordinates of Head Office policy. 
He is in frequent contact with the Head Office Director 


of Assessments. 


THE ADMINISTRATION BRANCH 


The Administration Branch, under the Supervisor of 
Administration, is responsible for the effective and proper 
tax collection and accounting in the district. He is 
also responsible for the maintenance of an accurate tax 
roll of ie av ene and for the use of working space and 


equipment. The Administration Branch is organized under 
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three organization units: Accounts, Taxroll and Office 
Services. The Accounts Section, the second largest of the 
sections, normally incoporates the collection, accounting 
and cash ledger control routines. The Supervisor of Ad- 
ministration is r Seneca for maintaining a axon 
build-up program in an effort to obtain greater tax com- 
pliance. Like the chief assessor, he is responsible for 
the direction, review, and control, of the activities of 
his branch; this includes the preparation of organization 


and establishment estimates, staff training and development, 


and Head Office policy implementation. 


THE PERSONNEL BRANCH 


The Personnel Branch, under the supervision of the 
Personnel Officer, is responsible for workforce maintenance 
and records. Since the personnel group is small, the Per- 
sonnel Officer becomes the focal point for most related 
activities. He interprets, explains and implements personnel 
policies at the local level. He receives guidance from 
the Head Office, has some contact with the control agencies 
and maintains direct or indirect liaison with the local 


recruiting sources which include universities, high schools, 


and professional accounting associations. He is responsible 
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for the recruitment, selection, placement and orientation 

of personnel and for staff rating, pre-retirement and 
separation procedures and programs, -- he works closely with 
other branch heads in all these matters. Finally, the 
Personnel Officer handles both staff association and 
individual grievances and is responsible for the suggestion 


award systems and disciplinary action. 
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